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The purpose of this study was to identify and describe the current 
status of successful management teams in Oregon public schools as they 
exist 1n 1988, after more than fifteen years of evolution as the preferred 
management practice. Study Questions asked were: (1) Why was the team 
management concept implemented? (2) How has the management team 
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evolved? (3) How is the management team organized? (4) How does the 
management team operate? (5) How are management team members 
involved in developing, recommending, implementing, and monitoring school 
district poHcies and administrative regulations? (6) What are the most 
important characteristics or elements found as part of successful 
management teams which are essential to the school district's management 
team being "successful"? 
A descriptive, multiple-case study design was used to study the 
actiVities of successful management teams within the unique context of 
their actual school system operations. Three "successful" management 
teams were selected for case studies by a panel of educational experts, 
using the following criterion. Which Oregon public school systems 
represent both: (3) "a successful management team" as endorsed and 
promoted by the Confederation of Oregon School Administrators and the 
Oregon School Boards Association, and (b) "a state of the art" model of team 
management as it is evolving? Separate case studies were conducted and 
written for each of the three selected management teams. Multiple sources 
of evidence were collected, using (1) documentation, (2) archival records, 
(3) interviews and surveys, and (4) direct observations. A cross-case 
analysis was conducted, resulting in a written description of the 
similarities among successful management teams in three Oregon public 
schoo 1 systems. 
The conclusions of the study supported the five stUdy propositions: 
(1) successful management teams implemented the team management 
concept because it was the preferred method of educational leadership 
which allowed greater participation by administrators, and resulted in 
improved decision making; (2) successful management teams have evolved 
3 
since their original implementation, untll they presently represent the 
unique management needs and resources of the school system; (3) 
successful management teams are made up of a group of school district 
administrators consisting of the superintendent and (or representatives of) 
central staff, principals, and anc1l1ary personnel having supervisory 
positions; and are structured to allow the maximum, efficient input and 
participation by that group; (4) successful management teams involve 
administrators in developing, recommending, implementing, and monitoring 
school district policies and admlnistrative regulations; and (5) successful 
management teams have in common certain characteristics or elements 
which are essential to the management teams being "successful." 
The following synthesis of the conclusions was developed from a 
multitude of identified characteristics or elements of successful 
management teams. Successful management teams: (1) establish and 
support common goals and direction for the school system; (2) involve all 
team members in shared decision-making; (3) foster teamwork and team 
spirit; (4) involve all team members in the policy and administrative 
regulation activities of the school system; and (5) are deSigned, organized, 
and operated in response to the unique requirements of the organization. 
Recommendations were made to practitioners for the application of 
the conclusions and identified characteristics or elements of successful 
management teams. A Management Team Profile instrument was also 
developed for use in assessing the successfulness of management teams. 
Suggestions for additional stUdy were made based upon the findings 
and experience in conducting this study. Replication of this study in large 
school districts and districts with unsuccessful management teams could 
provide further insights into what makes management teams "successful." 
CHAPTER I 
INTRODUCTION TO THE STUDY 
The "management team" has become the preferred method of 
educattonalleadershtp in Oregon today. In June, 1987 the Confederation of 
Oregon School Administrators (COSA) adopted a resolution reaffirming their 
support of the management team concept in Oregon school districts. Oregon 
School Boards Association (OSBA) has also endorsed the management team 
concept since the advent of collective bargaining in education in the early 
1970s. One might expect that, by now, the management team concept would 
be well established in Oregon school districts. However, management teams 
appear to exist in varying degrees of maturity among school dfstrfcts in 
Oregon. 
THE DEVELOPMENT OF THE MANAGEMENT TEAM CONCEPT 
One of the prominent Influences on the acceptance of the management 
team concept was the establ1shment of collective bargaining in educational 
settings. L1eberman (1970) reported that administrators, who In the past 
Questioned the ethiCS of teachers who engaged In negotiations, were 
supporting collective negotiations for themselves In an effort to gain 
security and avoid Isolation. In 1972, the National Education Association 
(NEA) excluded administrators from Its membership. oregon's collective 
bargaining law was passed in 1973. Collective bargaining in education had 
become a reaHty, nationally and in Oregon. School boards began to see 
management teams as a means of deterring collective bargaining by 
administrators (Erickson & Gmelch, 1977). 
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Additional influences on the acceptance of management teams were 
acknowledged by Erickson and Gmelch (1977) In their monograph on school 
management teams as: (1) shifts in power within education, (2) increasing 
pressures on administrators, and (3) efforts to improve educational 
administrative organizations. They concluded that superintendents would 
form management teams in order to gain security and to avoid isolation, and 
that principals would see team management as a way to increase their 
involvement and provide a significant role in the decision-making process. 
Therefore, team management appeared to be a legitimate means of creating 
a united front in response to growing pressures and demands. 
During this same period, the following national educational 
organizations endorsed the management team concept: National Association 
of Secondary School Principals (NASSP), National Association of Elementary 
School Principals (NAESP), American Association of School Personnel 
Administrators (AASPA), Association of School Business Officials (ASBO), 
National School Boards Association (NSBA), and American Association of 
School Administrators (AASA)' 
The Confederation of Oregon School Administrators (COSA) and the 
Oregon School Boards Association (OSBA) likewise endorsed the concept of 
team management during this period. 
McNally (1973) warned of impending problems if the management 
team concept wasn't taken seriously: 
Unless superintendents and boards of education make remarkable 
changes 1n their relat1onsh1ps w1th m1ddle management 1n the 
schools, unless they treat middle managers with more respect, 
enl1st them more widely and meaningfully 1n dec1sion making on 
system goals, pol1c1es, and procedures, and confer with them far 
more meaningfully on matters relating to their roles, salaries, and 
conditions of work, we shall see a rapid increase in the number of 
administrative bargaining units (or unions, where law permits) 
throughout the country. (p. 22) 
DEFINITION OF MANAGEMENT TEAM 
3 
According to Erickson and Gmelch (1977), n There is no one 
management team model that meets all organizational needs. This diversity 
of models makes it difficult to provide one specif1c definition of the 
management team that is appropriate to all situations" (p. 5). 
As early as 1971, a case was being developed for administrative 
teams which would provide greater participation of principals in important 
deCision making. The report by NASSP (1971) concludes that an 
administrative team, which maintains simultaneously both formal and 
informal systems of participation in deciSion making, offers a 
professionally satisfying approach to school district administration. 
Erickson and Gmelch ( 1977) state that whtle management team styles 
may differ, it is incumbent upon the team to establ1sh clarity of both 
objectives and each member's role on the management team. Clarification 
can result from either the team leader's decision or from deltberations of 
the entire team. Definitions and concepts that will aid the team in arriving 
at these clarifications include the following: 
1. Management act1v1t1es wh1ch are carr1ed out by two or more 
people engaged together In a mission. 
2. A task-oriented group with representatives of important sub-
systems of an organization who have common goals, who interact 
through formal role structures, and who have some degree of 
influence over each other. 
3. Provldlng lnput lnto admln1stratlve polley declslons but not 
the detal1s of management. 
4. A number of people - usually a fairly small number - with 
different backgrounds, skHls, and knowledge drawn from various 
areas of the organization, who work together on a specific and 
defined task. There is usually a team leader or a team captain. 
The team itself can be permanent. Its composition may vary from 
task to task. 
5. Parttctpattve management ustng vartous ways of tnvolvtng 
workers In decisions affecting thetr wOrk. 
6. Common synonyms for team management include participatory 
management, an administrative team, a leadership team, an 
executive team, a representative team, a constellation, etc. (pp. 5-6) 
Contrary to popular conceptions, team management is not always 
shared decision making. In most cases, Erickson and Gmelch (1977) believe 
that a more reasonable approach to team management would be to ask 
representatives of those affected by decisions for suggestions regarding 
recommendations, pOlicies, and new direction for an organization, but not 
necessarily to involve them in the day-to-day operational management of 
the organization. 
In most school districts, it is misleading to speak of Pthe 
management team." Larger school districts need "management teams" 
functioning in various units of the distriCt. In these situations the 
management team concept becomes a more complex structure of interlocked 
teams within and between various levels of management. 
According to Erickson and Gmelch ( 1977): 
A common misunderstanding about the management team is 
evident in the frequently stated dictum of team decision-making: 
If All those affected by deCisions should be involved In making the 
decisions." It would be irrational to suggest that the team make 
all deCisions when, In fact, the superintendent alone is responsible 
to the board. As yet, the authors know of no organizations where a 
board 1s w11l1ng to hold the team respons1ble for dec1s10ns made 
rather than the super1ntendent. (p. 28) 
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Brooks (1978) supports th1s bel1ef 1n descr1bing what a management 
team 1s not. 
It won't take the place of strong leadership from the 
superintendent. He/she is stm the chief executive, not the chief 
vote taker. That person is stm responsible for leadership that 
accommodates discrepant views. That person must still bring 
from the group the best it has to offer, sometimes more than they 
knew they had. That person must stm bring It all together Into a 
coherent whole In order to make final recommendations to the 
board. But it can now be done from a position of strength with 
facts, ideas, opinions from all quarters. 
It won't diminish board authority, but can increase the quality of 
board decisions. (p. 11) 
Duncan (1978) describes an administrative team as a collection of 
school administrators who are interdependent to some significant degree. 
He adds that, in general, school administrators wi11 become a team when 
they exhibit: 
1. A clearly defined membership. 
2. "Team consciousness" or Identification wlth each other. 
3. Shared understandings and shared sense of purpose. 
4. Interdependence of purpose. 
5. Open and accurate communication. 
6. The abiHty to act in concert with unity. (p. 39) 
Management team generally refers to the structure resulting when 
two or more people are engaged, together, tn tasks of management. Team 
management generally means that activities of management are being 
carried out by two or more people together (Erickson & Rose, 1973). 
Grindle (1982) feels that administrative team management is neither 
an informal social group, nor an inner circle without status. Rather, it is a 
group recognized by the board of education and superintendent of schools as 
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part of the formal administrative structure of the school system. 
Management team authority is typically outlined in official school 
department policy. "'n most cases the superintendent of schools continues 
to assume the responsibility for the management of the system while 
accountab111ty becomes the function of the team as a whole- (p. 29). 
The legal definition of a management employee (Floratos et a1., 1978) 
includes any employee who is in a position which has significant 
responsibilities for formulating district policies or administering district 
programs. 
They add that the definition of management employees as part of a 
management team might read as follows: "A group of individuals identified 
by the board of trustees to assure the highest quality educational program 
to the pupils in the school district while maintaining the financial integrity 
of the school districe (p. 51 
According to McNally (1973): 
First, the administrative team Is a formally constituted group, 
recognized by the board of education, the superintendent. and other 
members of the school system to be a part of the formal 
administrative structure of the school system ... 
Second, the team Includes both central office and middle 
management administrative-supervisory personnel This 
specifically includes principals and supervisory personnel who 
work at the school building level. In small school districts it 1s 
possible that all such personnel could be included in the team 
membership. In larger districts some of these groups w11l 
partiCipate indirectly through representation. Obviously the team 
must not be so large that it is unwieldy. 
Third, the administrative team has formally recognized 
responsibility and authority for making important decisions on 
school system policy interpretation and operational matters This 
does not imply that the team w11l make all administrative 
dectsions, of course, but it will be involved appropriately ... 
The foregoing characteristiCS define an administrat1ve team as 
someth1ng d1st1nct from an adm1nlstrat1ve "advisory group," a 
central off1ce "adminIstrative cab1net," or an adm1n1strat1ve union. 
The administrative team is a group formally constituted by the 
board of education and superintendent, comprising both central 
office and middle echelon administrative-supervisory personne~ 
with expressly stated responsibility and authority for 
participation in school system decision making. (p. 22) 
7 
The management team concept is also defined as a united effort of 
the policy team and the administrative team in carrying out the management 
functions in a school district (Buckeye Association of School 
Administrators, 1978). 
Salmon (1977b) defines an effective administrative team as one 
which includes the superintendent and certified and uncertified management 
staff at both district and building levels, and serves as an effective 
resource to the board of education. He adds: 
Inltlal1y, the team approach Is written tnto board pol1cy. Team 
members must be chosen carefully and Include all administrators 
In the district (both certified and classified). A team job 
description should be developed that outlines the relationships 
between and among team members. It also designates the duties 
to be accomplished, the cooperative ventures to be undertaken, and 
the responsib1ltty and authority of team members. 
-The team is the officially deSignated leadership unit for 
developing, recommending, Implementing, and monitoring board 
poUcy and administrative regulations. 
-The team must be recognized by the board as a storehouse of 
seasoned counsel that operates on the level where the action is; 
this resource should be tapped regularly and consistently for 
Information and advice. 
-The team serves as a primary source of evaluation for district 
personne I and programs. 
-The team functions through the superintendent. 
-The team must be protected and rewarded. The board must 
recognize that team members need protection from unwarranted 
attack and having Its actions and deciSions reversed by higher 
authorities. (Nevertheless, agreed-to procedures should be open to 
rev1ew and reversal at a higher level, but such arrangements must 
be understood and condoned before an incIdent occurs that could 
cause reversal.) 
-Team members are compensated through a process that guarantees 
members fair and just reward for the time they work and the 
responsibility and ski1J they must exercise in their tasks. (pp. 24-26) 
MANAGEMENT TEAM INVOLVEMENT WITH POLICIES AND REGULATIONS 
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Salmon (t 977b) suggests the use of educational impact statements to 
insure broader involvement by administrators on management teams. 
Superintendents and school boards ... have sought long and hard 
for ways to involve principals and other middle members of the 
administrative team in the development of policies and 
regulations ... 
The educational impact statement. .. is a device which reveals to 
the decisionmaker the probable consequences of the decision under 
considerat ion ... 
The Board of Education should require that an impact statement 
accompany every pol1cy recommendation ... 
There are a few imperatives which must be followed if the 
educational impact statement is to achieve its maximum potential. 
• The board must require undertaking an educational impact 
statement when policy is being made. 
• Members of the administrative team must have sufficient time 
to develop a statement. Time constraints must be made known at 
the time the poHcy Change 1s proposed. 
• Indlv1dual team members who feel the 1mpact would be sl1ght 
or non-eXistent should make their feelings known. OtherWise, 
fallure to respond might be construed as a consent to the proposal. 
• Various classes of administrators - i.e., elementary 
principals, secondary principals, etc. - must be required to 
synthesize a statement representing the view of all such members. 
Additional opinions may be submitted by dissenting individual 
members. 
• Super1ntendents must receive, study, and use the 1mpact 
statement coming from the administrative team to develop their 
impact statement for the board. (p. 19) 
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He believes that the use of the educational impact statements should insure 
greater input by all levels of management in developing po1icies and 
regulations. 
In a joint publ1cation of AASA and NSBA entitled principles of 
Effective School District Goyernance and Admjnistratjon ( 1984), one 
important expectation of administrators as a member of a leadership team 
Is "a voice In the development and implementation of all policies" (p. 9). 
Better policy decisions w111 be made by a school board if appropriate staff 
members have an opportunity to suggest and review the possible impact of 
proposed poliCies affecting those programs for which they are responsible. 
They conclude that "involvement not only leads to better decisions, but also 
encourages good morale and team spirit" (p. 10). 
Salmon (1977a) issues the following advice: 
To help assure that the team makes sound decisions from the 
outset, the board of educatton should let team members have a say 
before any poltcies are adopted. This amounts to a debugging 
device before final action is taken by the board. The procedure 
requires that each member of the team review proposed policies 
and file an Ed{Jcationallmpact Statement with the Superintendent. 
The justification for this process is twofold: First, it assures 
that each member has both the opportunUy and responsibility to 
analyze proposed poltctes from his respecttve potnt of vtew; he or 
she can assess proposals on the basts of hts own sphere of 
operation and offer observations concerning the administrative 
consequences tf given policies were adopted and implemented. 
Second, U requires responsible and continuing participation by 
each member of the team. (p. 26) 
Lieberman (1977) adds that the usual opinion of appOintees to an 
administrative team runs thus: "If we're in it together, we must have 
something to say about how schools are administered" (p. 27>. In other 
words, they are convinced that they have a right to participate in the 
development of school district policy. 
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In his opinion, employee participation in the policy-making process is 
a means to an end, with limits and cond1tions that should be subject to 
managerial discretion. He believes that whether such discretion is 
exercised democratically depends as much on its relationship to the 
community as it does to its acceptabi11ty to middle management or other 
employees. 
When decisions are needed, Geisert (1982) suggests that the 
superintendent convene group meetings rather than individual conferences, 
thereby drawing on the talents, skills, and knowledge of many individuals. 
Those affected by the policies then have the opportunity to participate in 
their development. With a team approach, problems can be identified and 
resolved across major functional or organizational1ines, and solutions 
found that are best for the total organization, rather than for a vested few. 
PURPOSE OF THE STUDY 
D1fferlng percept10ns among the various members of Oregon 
management teams appear to exist as to the nature of their involvement In 
team management. When asked, superintendents usually claim to involve 
their adm1n1strators and superv1sors as management team members 1n 
developing, recommending, Implementing, and monitoring school district 
pol1cles and administrative regulations (rules, procedures). But, what Is the 
actual Involvement of management team members In oregon public schools 
In these activities? 
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In January 1976, The American SchQQl BQard JQurnal put the question 
directly to principals (Heddinger, 1978): 
How ts the management team concept workIng? An onslaught of 
frustrat10n was evoked. After all those good words about 
principals on the management team, we learned from the Journal's 
random survey of principals in the U.S. and Canada that many 
principals regarded the management team idea as a '"myth." Others 
contended that team management in their situations was "all talk 
and no action," with the central office still call1ng the shots and 
principals taking orders as usual. Specifically, 45 percent of all 
pr1nc1pals polled by the Journal were d1stressed that teacher 
bargain1ng - 1n whIch these pr1ncipals Played no part - had 
whittled away their prerogative as school managers. Nearly half 
(48 percent) complained that serious troubles hampered their 
dealings with school boards and superintendents. Many said their 
hands were tied when it came to making decisions. (p. 30) 
The first purpose of this stUdy was to identify and describe the 
status of three ·successful" management teams in Oregon public school 
systems in 1988. Successful management teams were those identified in 
Oregon school systems by a panel of experts, described in Chapter III -
Methods and Procedures. These successful management teams exemplified 
the concepts expressed in Chapter I - Introduction to the Study and Chapter 
II - Review of Related Literature. In order to describe their status, it was 
essential to understand the culture and activities of these three 
management teams that were considered to be successful. As a result, the 
commonalities and differences among the management teams studied were 
identified. Case studies of three successful management teams in Oregon 
provided the opportunity to accurately describe the state of the art in team 
management through observations, interviews, surveys, and written 
documents and records. 
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The second purpose of this study was to add to the body of knowledge 
and research about management teams. little formal research, either 
quantitative or qualitative, exists after more than fifteen years of 
management team experience. Case studies of successful Oregon 
management teams were conducted objectively, with a concentration on the 
in depth exploration of their cultures and activities. The results of this 
study provided valuable knowledge of modern management teams in 
education. 
The third purpose of this study was to provide useful information to 
those in school systems who are currently operating management teams, or 
who are interested in possibly doing so. The common features of successful 
management teams were identified; they should prove useful in improving or 
developing management team practices. 
CHAPTER II 
REVIEW OF RELATED LITERATURE 
Much has been written about management teams during the past 
fifteen years. Most of the existing body of knowledge related to team 
management is in the form of articles and monographs written for 
practicing educational administrators. A search through the Educational 
Resources Information Center (ERIC) revealed a variety of documents 
adressing topics related to management teams. Descriptors used to locate 
the literature included: administrative team, management team, 
administrative leadership team, and participatory management. 
In order to narrow the focus of this review of related literature, this 
researcher chose that information which related to "management teams in 
school systems," rather than in schools. Similarly, participatory 
management information was used only whenever it related to the activities 
of management teams in school systems. 
This review of related literature also focused specifically on 
information which is related to "management team activities and 
involvement deal1ng with policies and administrative regulations." While 
these activities appear in most definitions of management teams, a review 
of Dissertation Abstracts located no direct research which addresses them. 
The most current, comprehensive research related to management teams 
was found in a doctoral dissertation by Brooks (1980) entitled An Analys1s 
of the Administrative Team Process in Public School Distrjcts in Colorado. 
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Contemporary works from the private sector which describe current 
trends in management practices that may apply to management teams in 
school systems were reviewed but are not included in this review of related 
literature. While the information may have applicabllity to the management 
of educational organlzat10ns, 1t does not spec1f1cal1y relate to management 
teams in education and ,therefore, this researcher chose to use the material 
only as background knowledge for conducting this study. 
The following operational definition of "management team" was 
developed by the researcher as a result of summarizing the Hterature on: 
a) the definition of management team, and b) management team involvement 
with poliCies and regulations. A management team is: A group of school 
district administrators consisting of the superintendent and (or 
representatives of) central staff, principals, and ancillary personnel having 
supervisory positions, who, as a group, develop, recommend, implement, and 
monitor school district poliCies and administrative regulations; and who 
participate in the decision-making processes of the district. 
THE RATIONALE FOR MANAGEMENT TEAI'1S 
The prospect of developing management teams which encompass all 
adm1n1strators 1s attract1ve to school boards wh1ch v1ew such teams as a 
means of deterr1ng collect1ve barga1n1ng by adm1n1strators. L1kew1se, many 
pr1nc1pals d1s1llus1oned w1th both boards and super1ntendents because they 
lack a s1gn1f1cant role 1n the dtstr1ct's dects1on-mak1ng process, see team 
management as a means for 1ncreas1ng the1r 1nvolvement. 
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Wynn (1973) states that the administrative team concept derives its 
credibility from several beliefs deep in our culture, but warns that it should 
be understood prior to implementation. 
I t assumes that consent dertves from those governed; that men 
are more ltkely to reach wise choices when the range of 
perception, information, knowledge, expertise, and debate is 
broadened; that subordinates are likely to generate greater 
commitment to the goals and policies of an organization when they 
help shape them; that this participation in administration provides 
a unique and essential vehicle for self-development and renewal; 
and, in sum, that the democratic process is superior to autocratic 
or 011garch1cal processes. Th1s does not suggest that the 
democrat1c process 1s eas1er or simpler or less prone to confl1ct 
than other processes; Winston Churchi 11 noted that democracy is 
the worst form of government - except for all others. 
Superintendents or boards of education who lack fundamental trust 
in the democratic process should probably not attempt to institute 
an administrative team. These superintendents and boards are 
more l1kely to conceive of administration as either a technological 
system or a system of publ1c respons1b111ty. (pp. 38-39) 
In Oregon, a JOInt communIque by the admInIstrator associatIon (COSA) 
and school boards associatIons (OSBA) declared that "the essence of the team 
approach to management is the Involvement of team members 10 the 
decls10n-maklng processN (Erickson & Gmelch, 1977, p. 2). However, they 
raise questions with regard to the real1ties of team management: 
But precisely what is meant by "involvement"? And what is 
meant by "decision-making process"? A principal may believe 
that everyone affected by deciSions should be involved in the 
making of that decision. A superintendent may consider 
involvement in the decision-making process as an opportunity for 
principals to "be heard" prior to his/her making the final 
decls10n. A board member may conce1ve only of a new 
organizational chart which seeks a broader base of input prior to 
decision-making by the board. (p. 2) 
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Erickson and Rose (1973) explain that interest in team management 
by principals is created by feelings of "being in the middle" and not being 
heard. The principal has more opportunity to contribute in team management. 
Pressures that superintendents experience from the board, teachers, 
and today's complex school problems have heightened their interest in the 
management team. Through team management they may be able to gain back 
some lost power by involving representatives of all groups, while still 
serving as the board's executive officer responsible for the schools. 
School boards' interest in team management is prompted by collective 
bargaining processes which do not often involve principals as a part of the 
management negotiating team. School board members are defin1te in 
wanting principals to be their management representatives in the district. 
Duncan (1978) states that a genuine and fully functioning 
administrative team can contribute to effective school management directly 
and indirectly in the following ways: 
1. The administrative team approach provides administrators a 
chance to speclal1ze to greater extent. Those sChool leaders w1th 
special strengths and interests are given fuller scope to bring to 
bear upon district problems. 
2. A team approach provides administrators ample opportunity 
to learn new skills as they work intimately with other 
adm inistrators. 
3. A team approach to administration makes administrators 
more accountable since they plan and work with other 
administrators. Peer pressure brings about Improved performance. 
4. A team approach enables the school system to mobilize a 
much wider range of administrator strengths to bring to bear upon 
problems in the district as a whole 
5. An administrative team approach makes it possible for a 
number of school leaders to gain and share a perspective of the 
school system as a whole. This enhances the probab11ity of a more 
accurate and complete view of the system. leading to better 
evaluation. goal setting, and direction. (p. 37) 
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Boles (1975) adds that the concept [administrative team] infers an 
involvement of administrators at all levels in planning, implementing and 
decision-making when those activities directly affect the professional 
responsib111ties of the individuals who comprise the "team: 
According to Erickson and Rose (1973), regardless of the 
organizational structure used in a school district, the concept of team 
management is more important than the structure of that team. They 
amplify their conclusion: 
The Idea of "team" Impltes shared and concerted effort In solving 
complex administrative problems. This "shared responslb1t1ty" Is 
based on two main assumptions. First, it is based on the 
assumption that most decisions, especially difficult ones, turn out 
better if a) the people who will be affected by the decision are 
somehow included in the decision making; b) several alternatives 
are considered; c) possible decisions are challenged for their 
effectiveness and ut111ty by other staff members. Secondly, the 
"shared responsibility" of a management team Is based on the 
assumption that most employees need and want to feel an 
important part of the enterprise for which they work. With 
employee participation of a significant nature, there results 
higher employee morale, hence greater motivation to excel and 
thus better performance -- all fostering success. (p. H) 
Hogan ( 1982) states that team management encourages consensus 
decision-making while simultaneously estabttshing a sense of collaboration. 
"In its totallty, team management is a double-edged sword: high-level 
performance and accountability are demanded in return for free reign in 
one's jurisdiction- (p. 27). 
The advantages and disadvantages of team management are identified 
by Erickson and Rose (1973): 
Advantages of the management team: 
The quality of decisions Is usually better when several people 
share In the decision making. In this way a solution 1s "sifted," 
and continually Improved by the group -- challenged and tested for 
Its strength and utll1ty. 
With team management, those affected by certain decisions may 
be part of the decision making. There is more humaneness in this 
process than 1f management simply ~ what should be done. 
OVerall, employee morale is high because of their meaningful 
involvement In the enterprise. 
D1sadvantages of team management: 
The team management process of dectslon mak1ng takes more 
time than the tradttlonal approach. 
I f this can be considered a -disadvantage- -- team management 
requires a sincere effort on the part of the manager not to be the 
man with all the answers. To be a democratic leader -- necessary 
for team management -- must be a heart felt attitude rather than 
a "going through the motions: (pp. 11-12) 
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The concept of management by team, rather than by board-superintendent 
decree is a reaction to the prospect of unionized middle management, which 
seems clearly to be on the rise among building principals, created mainly by 
middle management's perception of itself as impotent in influencing the 
substance of decisions in school governance. 
Geisert (1982) indicates that ''team management is effective and 
efficient in carrying out a mission precisely because it enables the 
organization to meet the needs of individuals within the system, as well as 
those it serves" (p. 30). He concludes that they are much more likely to be 
accountable or successful if they have had input into the development of the 
decisions or poliCies they are to administer. 
Floratos et at (1978) conclude that commitment is developed through 
team management: 
A dectston whtch Is made by a team of staff members, followtng a 
process whtch allows for the exercise of Individual thought and 
action, means additional time and energies are expended. It means 
that some members of the management team w111 be approaching the 
problem with less background knowledge about and personal 
1nterest 1n 1ts solut1on than would have been brought to the problem 
by someone mak1ng a unl1ateral dec1s10n. It 1s th1s d1vers1ty wh1ch, 
while it results in time consumption and ambiguity compared to a 
unilateral, top-level decision, contributes most to the quality of the 
problem solution and 1ts support by members of the team. (p. 8) 
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Team management 1s not new. According to Sw1ft (1971) 1t has been 
used by General Electric for many years. As companies grew very large, 1t 
became impossible for the central office to acquire sufficient information 
to make the most effective decisions about local problems. Firms had to 
develop ways to maintain control of their various branches without reducing 
incentive. Swift compares this phenomenon with the rationale for 
management teams. "The central administration became a policy-setting 
unit that relied heavily on committees, while production units were 
permitted to make decisions within the parameters set by the board of 
directors" (p. 33). He adds: 
Teams are more than just committees. They may function like a 
committee quite frequently, but there is a crucial difference: 
Teams are composed of professional employees who are granted a 
soc1al status that enables them to control methodology and output 
even when working within an organization. Without this status, 
the worker or middle management employee is powerless to resist 
the dictates of his employers. 
Team management is more than just the infusion of football 
spirit. It is an organizational pattern in which administrators 
share power and responsibi11Ues with each other and with 
subord1nates. The hierarchy ga1ns comm1tment, 1dent1flcatlon, and 
flexlbt11ty, wh1Je subordinates gain power, even autonomy, in their 
particular domain. As such, team management is part of the 
current trend toward decentralization. As Basset put it: "The 
history of human organizations since ... early time has been one of 
gradual extension of the prerogatives of the leader further and 
further into the ranks of his people: (p. 33) 
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Any school district that effectively implements the management 
team approach can expect to derive a number of distinct benefits (Buckeye 
Association of School Administrators, 1978): 
o There w1ll be a greater sense of commun1ty among all members 
of the adm1n1strat1ve team. 
o There will be greater job satisfaction among the members of 
the administrative team. 
o Communication will be improved throughout the school 
district. 
o There wt1l be a higher degree of trust between and among the 
members of the management team. 
o Adm1n1strators w111 ach1eve more rap1d job growth as a result 
of the1r assuming greater managerial responsibfHt1es. 
o Both the Quality and the acceptance of decisions should be 
improved. 
o It is less llkely that administrators wtll desire to form 
col1ective bargaining units. 
o The overall productivity of both the policy team and the 
administrative team should be higher. (p.IS) 
ORGANIZATIONAL SUITABILITY 
Erickson and Gmelch (1977) state that to determine If an organization 
is suitable for the 1mplementat10n of team management, several variables 
need to be considered: 
First, is there sufficient time for team consultation? 
A second question is whether the reward structure encourages 
partiCipation, sharing of ideas, and collaborative behavior. 
The third question concerns how secure administrators feel in 
their current position. 
A fourth Question relates to the present level of trost within 
the organization. 
Finally, what is the quality of information which will be 
received by the management team? (p. 22) 
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Hogan (1982) questions the long term stability of team management: 
... team management is a utopian administrative theory that can 
be physically constructed and that w111 result in reactive 
productivity, but will not be stable enough to endure, at least not 
in its original form. Team management requires a high degree of 
democracy, with a smidgeon of dictatorship thrown in. It is built 
on trust, and individual responsibility - highly subjective and 
highly unpredictable qualities. 
Even though the pure team management falls apart after awhlle, 
It Is not entirely a waste. New procedures w111 have been 
Instituted; perhaps a degree of accountab111ty w111 have been 
achieved indirectly. Managerial structure will be defined, at least 
on paper .... the utopia will end, to be replaced by a system less 
dazzling but perhaps more permanent. (p.29) 
Geisert (1982) agrees that unless administrators see their futures 
tied to the success of the superintendent and top management, there w111 not 
be commitment or responsibllty for new courses of action by those whose 
cooperation and commitment are essential to effective team management. 
According to Roberts (1978), if one is serious about the management 
team concept, one's district must be able to respond positively to the 
f 0 11 ow i ng quest ions: 
1. Are administrators represented on the board's negot1at1ng team? 
2. Do administrators have an opportunity to react to proposed 
pol1cy or regulation before adoption? 
3. Do adm1n1strators have adequate Input In employment, 
promotion and dismissal deCisions of school district employees? 
4. Is there a regular procedure for determining salaries and 
fringe benefits for administrators? 
5. Do salary and benefits of administrators compare favorably 
with those of their counterparts in like districts and/or with the 
state-wide average? 
6. Does the district have a formal evaluat10n procedure for all 
adm1nistrators? If so, d1d administrators have substantial 
involvement in the development of the evaluation instrument? 
7. Are administrators granted multi-year contracts following a 
probationary period? 
8. Has the board of education adopted a policy statement 
regard1ng the administrative phllosophy of the district? 
9. Does the board of education (as opposed to individual board 
members) tend to appreCiate and support the efforts of district 
administrators? 
10. Does an effective communications system exist between and 
among all1evels of administrators and the board of education? 
11. Do administrators tend to understand and support the efforts 
of the board of education? (pp. 8-9) 
Wynn (1973) states that the administrative team depends for Its 
success on trust In the administrative staff. "When a school board and 
super1ntendent establ1sh an admln1stratlve team .. they are shar1ng 
authority and responslb111ty with the administrative staff, which Is a 
demonstratton of faith tn people" (p. 39). He explains further: 
The administrative team concept requires a staff that fs both 
qualitatively and quantitatively adequate. For example, the 
principal who assumes a share of responsibility for districtwide 
decision making must have greater understanding and competence 
than the principal who presides only over his own school building. 
Without this broader competence, he cannot function effectively 
as a member of the admtnlstratlve team, and the decisions he 
helps to forge may be less desirable than those the superintendent 
might render alone. Moreover, the administrative team consumes 
more time than do conventional modes of management. There is no 
way around it: Meetings take time. Many school districts must 
increase the size of their administrative staffs if the 
administrative team is to be implemented effectively. (p. 39) 
T1ght- loose Couoltng 
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Welk (1976) establ1shes the concept of educational organizations as 
-loosely coupled" systems. In defining loose coupling, he states that: 
Coupled events are responsive, but that each event also 
preserves its own identity and some evidence of its physical or 
logical separateness ... Loose coupling also carries connotations 
of impermanence, dissolvability, and tacltness all of which are 
potenttally crucial properties of the "glue" that holds 
organizations together. (p. 3) 
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In loosely coupled educational systems, either consensus on pollcies 
and procedures or compliance detection practices are missing from the 
following four characteristics essential to tightly coupled organizations. 
Weik (1982) identifies the four characteristics: 
1 ) There are rules, 
2) There is agreement on what those rules are, 
3) There is a system of inspection to see if compliance occurs, and 
4) There is feedback designed to improve compllance. (p. 674) 
He adds that leadership in a loosely coupled educational system is 
diffuse, not concentrated: 
Since there are numerous local initiatives to solve problems, the 
total amount of leadership in a loosely coupled system is often 
greater than the amount of leadership that is present in a 
centralized, tightly coupled system, but that leadership is 
unfocused. Given this lack of focus, the administrator needs to 
stimulate these initiatives to move in a common direction. This is 
most likely to happen when the administrator articulates a 
direction with eloquence, persistence and detal1. (p. 675) 
An educational system gains tight-loose properties, according to Weik 
(1982), when the administrator of a loosely coupled system ·central1zes the 
system on key values and decentral1zes on everyth1ng else" (p. 676), and adds: 
Expression of key values is monitored very closely. On those key 
values the system becomes a tightly coupled system complete 
with rules, agreement on what those rules are, a system of 
inspection, and feedback to improve compliance ... 
Goals exist in loosely coupled systems, but they are tailored to 
local circumstances. Thus different people have different goals. 
The 1mportant question Is, does the accompltshment of these goals 
impart a consistent direction to the system, and does the 
individual accomplishment cohere sufficiently so that people have 
the 1mpress10n that they are part of an 1dent1f1able, worthwhl1e 
un1t? The answer to that Quest10n depends on the eloquence of the 
educational administrator. (p. 676) 
Membership of Management Teams 
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The actual size of management teams in a school district may vary 
depending on the issue under consideration or other variables. Several 
criteria for the size of the management team are suggested by Erickson and 
Gmelch (1977): 
• The management team size must be tailor-made for conditions 
existing in the local administrative unit. 
• The team should be large enough to incorporate informed 
representatives of all1mportant sub-systems. 
• The team should be small enough to allow for face-to-face problem 
SOlving discussions. 
• In larger school districts the management system may be a 
complex structure of interlocking management teams. Multiple 
management teams can be formed and connected ... by Klink-pin" 
members who serve on teams of two different levels and are 
responsible for carrying information from one team to another. (p. 38) 
Schmuck (1974) explains the importance of the size of management 
teams: 
It must be large enough to incorporate the important sub-
systems that are administratively subordinate to it and, in this 
sense, be constituted of informed representatives from each of the 
organization's functioning units. At the same time, it must be 
small enough to allow for face-to-face problem-solving 
discussions and collaborative decision-making. With these 
speCifications, the management team typically will not exceed 15 
members. 
It w1l1 be only in rather small districts where there can be a 
single management team. In most districts, therefore, it is a 
misuse of language to speak of the (sjngle) management team. 
When such a phrase is used, it usually refers to a t.l.as.s of 
administrative personnel including assistant principals, 
principals, and district office administrators and not to a 
functioning team. In large districts, the management team 
becomes a complex structure of interlocked management teams.. 
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In other words, as the number of administrators in a district goes 
up, multiple management teams should be formed. They in turn would 
be connected to one another by what Renesis Likert has termed link-
pin roles. link-pin role-takers participate in the deliberations of at 
least two of the district's management teams, thereby being in a 
position to carry information from one team to another. As a typical 
example, area super1ntendents take the l1nk-p1n role when they 
partiCipate as members of the superintendent's cab1net, and as they 
convene a team of field administrators. (pp. 10-11) 
In a joint publication of the American Association of School 
Administrators and the National School Boards Association (1979) entitiled 
The Admjnjstratjve Leadershjp Jearn, four basic categories of management 
team structures are identified: 
• The so-called single model, in which the superintendent meets 
with one group that includes all administrative team members or 
their representives. 
• The dual model,in which the superintendent meets with two 
teams: one that 1ncludes all the team members or their 
representatives, and another that includes only the central 
administrators. 
• The multiple model, in which the superintendent meets with 
the entire team, and also with other groups composed of segments 
of the team. 
• The divisional model, in which the superintendent meets with 
several groups representing different segments of the team rather 
than the total team ttself. 
The compos1t10n of management teams 1s affected by many var1ables 
according to Erickson and Gmelch (1977). 
The small district may well have a management team including 
the superintendent, one or two central office assistants, and five 
principals, so that all the major line administrators constitute the 
leadership or central management team. In another district with 
100 principals and a large central administrative staff, 1t is 
poss1ble to operate a leadersh1p team only through a 
representat10nal system which w111 probably 1nclude several 
subteams. (p. 39) 
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While some have suggested that the school board should be considered 
a part of the management team jointly with superintendents, central office 
staff, and principals, that notion has not typically been implemented. 
Erickson and Gmelch (1977) conclude that a central leadership team might 
participate with the superintendent at board meetings, but a single chief 
executive responsible for the operation of the schools is necessary. 
Danley (1979) identifies the preferred composition of an 
administrative team as including principals along with the superintendent 
and his/her immediate associates and other building admlnstrators. He 
determines this composition to be appropriate for most school districts, 
serving less than 3,000 students, and for many larger districts which 
already have decentralized sub-districts of fairly small size. 
Responsjbmties of Team Members 
According to Erickson and Gmelch (1977), "the appropriate 
responsibilities of an effective management team are in the 
recommendation of policy or broad management areas, not in the 
administration of operational details" (p. 37). 
Duncan (1978) believes that mutual trust and confidence has a serious 
effect upon all interaction among team members. 
Unless and until the superintendent exhibits through his behavior 
and communication that he has complete trust and confidence 1n 
team members, the effectiveness of the team management 
approach w111 be 11mited. Adm1n1strat1ve team operation 1mpl1es 
genu1ne 1nvolvement of team members - before the fact- 1n goal 
setting, decision-making and problem-solving processes. In 
demonstrating trust and confidence, the superintendent can ut111ze 
several "levels" of involvement vis-a-vis the team, and w111 
probably make use of all of these levels from time to time. 
1. Information dissemination 
Typically, the information dissemination level of involvement is 
used when the content of a decision is not particularly critical to 
team members. It usually takes the form of the superintendent 
simply relating to team members what action or decision has 
occurred. Th1s 1s the s1mplest leve1 of 1nvolvement. 
2. Consultlng 
The superintendent may wish to consult with his team members 
in order to gather relevant information on which to base a 
decision. DeciSions calling for this level of involvement might 
include personnel actions or relate to specific information 
requested by the school board. Consulting as an involvement 
technique is often over-used by superintendents who take the 
pos1tion that since they are the ones held responsible by boards to 
adm1nister the system. they w1J1 make all decisions. 
3. Participation 
With very few exceptions, the fully functioning administrative 
team should be party to the decision-making processes of the 
school system. Decisions should be consensual whenever possible. 
That is, the agreements derived from team participation should be 
such that all team members can live with them and commit 
themselves to carry1ng them out. (p. 41 ) 
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Lynch ( 1978) re1nforces these f1ndtngs tn summarizing the following 
steps necessary for more effect lve management teams: 
First, we must be sure that our management team has a purpose 
that is thoroughly defined, articulated and understood. We cannot 
borrow a purpose. We must develop our own. Second, we should 
make a thorough evaluation of the organizational structure that 
has been developed for the management team. In the process of 
this evaluation we should be bold in proposing modifications in 
that structure that w111 better meet the needs of our district and 
that will more accurately reflect the untqueness and tndlvidua1tty 
of our particular management team. And finally, we must make 
every effort to remove feelings of mistrust and suspicion and to 
create an environment of mutual trust and confidence within 
which the management team can freely operate. (p. 10) 
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Team management allows the role of the administrator to be shaped 
so that power and responsibility can be shared with other administrators in 
a nonthreatening way. This strengthens their commitment to the 
organization, while reinforcing the organizational goals, and enhancing their 
power In their particular domain (Grindle, 1982>-
Wynn (1973) describes the administrative team in operation as 
disturbing old boundaries of authority, responsibility, and accountability. 
As one's author1ty 1s broadened but shared, so must one's 
responsibillty and accountabllity be broadened and shared. The 
principal on the administrative team can no longer shrug his 
shoulders at criticism of school district plans and policies that he 
now helps to shape. The superintendent cannot expect to broaden 
the accountability of subordinate administrators without a 
commensurate broadening of their authority over those variables 
that impinge on the success of their jurisdictions. (pp. 40-41) 
In a document entitled A Strategy for Implementjng the School 
Management Team, the Ohio School Boards Association (1982) summarizes 
the responsibllity of management team members: 
Many boards and super1ntendents have been reluctant to explore 
the management team concept because they feel they would be 
abrogating their duties. Those arriving at this opinion ignore a 
vital aspect: despite its reliance on broad-based input, team 
management is still management. As one writer noted: "The goal of 
team management need not be 100 percent agreement. The goal is 
primarily that everyone understands the issue at hand, can 
paraphrase 1t, has a chance to alr hls or her fee11ngs, and 1s at least 
w11l1ng not to sabotage the majority's deciSion: (p. 13) 
Brooks (1980) conducted a study to describe the 1nvolvement of 
Colorado publ1c school administrators in the administrative team process, 
and to assess their degree of satisfaction with the process. The study also 
determined the similarit1es and differences among the various 
admin1strative positions in regard to their perceived and deSired 
. , 
29 
involvement and the discrepancy between the two in the categories of 
shared decision-making, effective communications, goal setting, supportive 
atmosphere, conflict resolution, and professional environment. Included in 
the analysis of data were the responses of 587 administrators from thirty-
one Colorado school districts. Her findings and conclusions were: 
1. Adm1n1strators had more 1nvolvement 1n commun1cat10ns and 1n 
establ1shtng an environment that was supportive than 1n shared 
decision-making. This suggested that their present level of 
involvement in communications was not necessarUy bringing about 
the impact on decision-making that they wanted. 
2. Superintendents and assistant superintendents were more 
satisfied with their level of involvement than were the other 
administrators. The implication was drawn that those positions 
which are closest to the power source, namely the board of education, 
have opportunities to Influence decisions more directly which affect 
working conditions and relationships and this creates satisfaction. 
3. Junior high and elementary principals were the most dissatisfied 
with their level of involvement, suggesting that their position does 
not provide opportunities necessary to directly influence final 
decisions. 
4. District size was not related to administrator 
satisfaction/dissatisfaction, suggesting that factors other than the 
number of students and the complexity of the organizaiionai 
structure affect implementation of the administrative team concept. 
5. It was concluded that most districts were involved in varying 
stages of the processes related to the concept but only nineteen 
school districts were identified, by the writer's definition, as 
utilizing the concept. 
6. When the areas of common characteristics were analyzed, conflict 
resolut10n was identified as the category of most d1ssatisfact10n. 
This suggested that administrators were concerned 
about their lack of opportunity to examine possible solutions before 
deciSions were made. 
7. Contradictory to the l1terature, opportunities to meet 
periodically with the superintendent and formal recognition by the 
board of education were not indicators of util1zation of the 
administrative team concept. 
8. A majority of the superintendents Indicated that there was an 
administrative team recognized by the board of education. but a 
majority of the administrators did not agree with this perception. 
Teamwork 
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Cross (1974) found central elements running through all definitions 
of team which may also be found in the concept of administrative team: 
Individuals are linked together; their actions are concerted; and they are 
moving 1n the same direction. 
According to McGinley and Rafferty (1973), the executive secretary of 
AASA, Paul Salmon, has identified four possible ways administrators might 
function on the administrative team: 
1) benevolence of the superintendent; 
2) informal (meet and confer) negotiation; 
3) management manifesto; and 
4) adversary bargaining. (p. 26) 
Collective bargaining was Immediately ruled out as not compatible with the 
administrative team concept because it establishes an adversarial 
relat10nshlp between the superintendent and other members of the team. 
In discussing teamwork, MCGinley and Rafferty (1973) conclude: 
There had to be recognition In fact as well as tn statement that 
principals and other administrators are keys to improving 
instruction in the schools and that they could and should have a voice 
in deciding - as well as implementing - educational policy. There 
had to be recognition at the local school level that principals are not 
just middle management: In the eyes of parents, pupils, teachers, 
and other local school employees, they are top management. The 
board had to recognize that, In thts age of participatory decision 
making. principals must be able to establish the same one-to-one 
correspondence for problem solving that is avallable to all other 
employee groups in the collective bargaining process. Once 
administrators are able to sit as equals with their administrative 
superiors, a great deal of progress can be made. (p. 28) 
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SUMMARY 
Team management 1s des1gned to allow cooperat1ve leadersh1p to take 
place 1n educational administration. Given that educational organizations 
are loosely coupled systems as described by Welk (1982), pubHc school 
systems have both a need for centraHzed, shared values and decentrallzed, 
school-based autonomy. Management teams offer the structure, w1th1n th1s 
context, for both to occur. Team management may have been created as an 
alternat1ve to collective bargaln1ng for adm1n1strators, but Us foundattons 
are based 1n part1c1patory management. Admln1strators expect to have 1nput 
1nto decls10ns wh1ch affect the1r realm of respons1b111ty, espec1ally w1th 
regard to pol1cies and adm1nlstrat1ve regulat10ns. Through management 
teams, adm1nlstrators can cooperate 1n establ1sh1ng the values, goals, 
d1rections, pol1c1es, and admin1strat1ve regulat10ns of the school system 
whl1e maintaining the Independence necessary to manage their unique 
responslb111t1es. 
A comprehens1ve summary of team management concepts 1s presented 
1n an ERS Monograph ent1tled School Management Team: Their Structure. 
Funct 10n, and OperaUon by Erickson and Gmelch ( 1977): 
• Agreement is still lacking when it comes to a definitive, 
operational, and a widely accepted defin1tion of team management. 
• Alternative terms for team management include: participative 
management, group management, leadership teams, administrative 
teams, advocate teams, a team system of governance, coalition 
administration, shared decision-making, and collegial teams. 
• A tYPical but ambiguous definition, such as "the team concept 
involves team members in the decision-making process, especially 
decisions that affect them and must be carried out by them," 
creates a number of middle-manager expectations that may not be 
compatible with the thinking of top managers. 
• Administrators will risk misunderstandings and 
disappointments if they introduce and Implement the team concept 
without it being clearly understood by all involved. 
• Team management should be considered primarily as a process 
with better management decisions as its major goa1. 
• Additional objectives of team management include: employee 
identification with goals; increased satisfaction; and understanding 
of the nature of problems and keener interest in how they may be 
solVed. 
. • It Is Important that managers avoid the over-enthusiasm often 
associated with new, slmpl1stic panaceas. Unfortunately team 
management is being grasped by some as a panacea for a variety of 
problelms. 
• Many management teams are too large and therefore unwieldy. 
They are often composed of administrators untrained in 
interpersonal relationships and therefore tend to be less effective 
than desired. 
• If It Is accepted that Individual differences exist in 
administrators just as they do in students, it is unwise to assume 
that every administrator should be able to function effectively 
within the team concept. 
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• Adoption of the team concept is not without cost. It requires an 
investment of additional time, money, and resources. 
• Some proponents of team management infer that an 
administrative team Is the only viable alternative to unions for 
administrators. Such thinking can result In taking the right 
actions for the wrong reasons. 
• In order to develop sound recommendations and/or decisions, a 
management team needs maximum input from various organizational 
levels. In larger organizations this can only be achieved by having 
representat Ives from each of the 
administrative groups. 
• Team management Is not an administrative method whereby 
everyone's wishes w111 be accepted and accommodated, but a 
method of operation requiring respect for differing opinions and 
consensus in group decision-making. 
• The foundation for developing an effective team Hes In the 
development of interpersonal communication skills as well as 
skills in handling Intergroup conflicts. 
• Without careful planning of the team management system, a 
great deal of valuable management time can be wasted. 
• Team management can involve d1fferent degrees of 
part1c1pat10n 1n dec1s10n-maklng, from consultation to absolute 
control over final decisions. Top management should clearly 
speclfy In advance the guidellnes to be followed by all Involved. 
• No plan of team management, regardless of how elaborate, 
w111 be any better than the quality of the team's individual 
members or its leader. 
• If a superintendent does not have a team management plan on 
paper, school boards Should not construe this to mean that the1r 
superintendent Is Ineffective or out of date. The results of the 
administrator's work are of greater significance than the label of 
the management style used. 
• A question remains as to whether all school board members 
are wllling to accept the higher frustration levels and the longer 
time required for decision-making if their executive officer were 
to use the team management mode. 
• The Implementation of a management team concept w111 not be 
embraced with open arms by everyone. ReSistance may be 
expected from some board members or principals. 
• A management team requires that the superintendent must be 
w111ing to change and rellnquish some of his previously held power 
and influence. 
• Many principals justifiably feel that they are being excluded 
from portions of the decision-making process in which the 
prev10usly were tnvolved. Hence, they feel they often lack the 
authority commensurate with their responslbl1ltles. Team· 
management provides greater partiCipation by principals in the 
decision-making process. Such partiCipation is needed because 
principals are closest to the point of implementation. (pp. 47-49) 
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In conclusion, the review of related literature corroborates that an 
appropriate operational definition of -management team- is: A group of 
school district administrators consisting of the superintendent and (or 
representatives of) central staff, principals, and anc111ary personnel having 
supervisory pOSitions, who, as a group, develop, recommend, implement, and 
monitor school d1strict pOlicies and administrative regulations; and who 
partiCipate in the decision-making processes of the district. 
CHAPTER III 
METHODS AND PROCEDURES 
A Study of Successful Management Teams in Oregon public School 
Systems was intended to address the following purposes: 1) to identify and 
describe the current status of successful management teams in three 
Oregon public school systems as they exist in 1988, after more than fifteen 
years of evolution as the preferred management practice; 2) to add to the 
existing body of knowledge and research about management teams in 
educational administration; and 3) to provide useful Information for 
practicing administrators of school systems, who are currently operating 
management teams, or who are interested in possibly doing so. 
According to Yin (1984), in Case Study Research: Design and Methods: 
In general, case stud1es are the preferred strategy when "how" or 
"why" questions are betng posed, when the investigator has 11ttle 
control over events, and when the focus is on a contemporary 
phenomenon within some real-life context. Such "explanatory" 
case studies also can be complemented by two other types -
"exploratory" and "descriptive" case studies. (p. 13) 
In order to describe the current status of successful management 
teams in three Oregon public school systems, a case study research 
methodology was selected. The activities of management teams were best 
studied within the unique context of their actual school system operations. 
Experiment research strategies were not appropriate since control over 
behavioral events was not sought. Instead, a description oj what currently 
35 
exists was the focus of the study. Survey research strategies would have 
yielded opinion based data from the management team members without 
control over behavioral events, but would not have provided a comprehensive 
description of the cultural aspects and activities of the management teams. 
While a history or archival analysis research strategy would have provided a 
description of the apparent functioning of the management team, a more 
complete description was establlshed using case study strategies. As Yin 
( 1984) states: 
The case stUdy Is preferred In examining contemporary events, 
but when the relevant behaviors cannot be manipulated. Thus, the 
case study relies on many of the same techniques as a history, but 
it adds two sources of evidence not usually Included In the 
historian's repertOire: direct observation and systematic 
interviewing. Again, although case studies and histories can 
overlap, the case study's unique strength is its ability to deal with 
a full variety of evidence - documents, artifacts, Interviews, and 
observations. (pp. 19-20) 
CASE STUDIES 
This study was designed to closely parallel case study strategies 
recommended by Yin (1984). He offers the following technical definition: 
A case study is an empirical inquiry that' 
• investigates a contemporary phenomenon within its real-life 
context; when 
• the boundaries between phenomenon and context are not clearly 
evident; and In which 
• multiple sources of evidence are used. 
To accomplish the stated purposes of this research, a descriptive 
case study strategy was deSigned, which describes the real-life context In 
which an Intervention [successful team management activities] has 
occurred. A multiple-case study consisting of multiple embedded cases was 
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selected for this purpose. The multiple-case design followed a replication, 
rather than a sampling, logic. The findings of each case study were not 
pooled across cases, but were used to describe each individual management 
team or case. A cross-case analysis was used to identify the 
commonalities among the successful management teams. This led to a 
number of findings which were analyzed with respect to the propositions to 
draw conclusions. 
Yin (1984) identifies five components of research design that are 
especially important for case studies: 
( 1 ) a study'S Quest tons 
(2) its propOSitions, if any; 
(3) its unites) of analysis; 
(4) the logic linking the data to the propositions; and 
(5) the criteria for interpreting the findings. (p. 29) 
This researcher addressed each of these components in developing the case 
study research design used to study successful management teams. 
Study Questjons 
For each of the selected cases [successful management teams in three 
Oregon public school systems], the following study questions were used as 
the basis for collecting descriptive information about its management team. 
The study questions, derived from the review of related literature and the 
researcher's experience, defined the broad parameters of the investigation. 
1. Why was the team management concept implemented? 
2. How has the management team evolved? 
3. How is the management team organized? 
4. How does the management team operate? 
5. How are management team members involved in developing, 
recommending, implementing, and monitoring school district policies and 
administrative regulations? 
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6. What are the most important characteristics or elements found as 
part of successful management teams which are essential to the school 
district's management team being ·successfur? 
Propos 1 tioos 
The general "how" and "why" nature of the study questions suggested 
that the case study was the appropriate research methodology for this 
study. They did not allow the researcher to narrow the focus of the 
investigation to exactly what to study, however. The following propositions 
were stated to assist in determining where to look for relevant evidence. 
1. Successful management teams implemented the team management 
concept because it was the preferred method of educational leadership 
which allowed greater participation by administrators, and resulted in 
improved decision making. 
2. Successful management teams have evolved since their original 
implementation, untl1 they presently represent the unique management 
needs and resources of the schoo 1 system. 
3. Successful management teams are made up of a group of school 
district administrators consistiog of the superintendent and (or 
representatives of) central staff, principals, and ancillary personnel having 
supervisory positions; and are structured to allow the maximum, efficient 
input and partiCipation by that group. 
4. Successful management teams involve administrators in 
developing, recommending, implementing, and monitoring school district 
policies and administrative regulations. 
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5. Successful management teams have in common certain 
characteristics or elements which are essential to the management teams 
being "successful." 
Units of Analysis 
A descriptive multiple-case study design was created for this 
investigation of successful management teams. The essential unit of study 
was the "management team," Because the management teams were made up 
of administrators who have varying roles and responsibHities within the 
school system, however, individual administrators became secondary units 
of analysis. 
I totIng Data to proposItIons 
Because this study was a descriptive multiple-case study, the data 
from each ind1v1dual case was presented in response to the study Quest10ns 
to create a description of each management team. Cross-case analysis then 
was possible in identifying similarities and differences among the 
successful management teams, using the propositions as the focus for the 
compar1sons. 
Criteria for Interpreting the Findings 
The purpose of this study was to describe the status of management 
teams 1n three Oregon pubHc school systems in 1988, When two or more of 
the selected cases demonstrated the same attributes or findings, a 
commonality was determ1ned to exist. Those commonalities were described 
1n a cross-case analysis. 
VALIDITY AND RELIABILITY 
Four tests for validity and reliability were applied to the research 
design. These tests are: construct validity; internal validity; external 
validity; and reliability. 
construct val1d1ty 
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Correct operat10nal measures had to be established for the concepts 
be1ng stud1ed. Thts was accompl1shed by ustng multiple sources of evidence 
wh1ch essenttal1y provtded multtple measures of the same phenomenon. 
This triangulation process developed converging lines of inquiry in the case 
stUdy. A chain of evtdence was also estab1tshed tn order to provide 
construct valtdlty. 
Internal Val1dUy 
The concern over internal val1dtty for case study research focuses on 
the problem of maktng inferences, rather than the appropriateness of 
conclusions about causal relattonships. Because this study was a 
descriptive case study inferences were minimal. 
Externa] va] jdtty 
The problem of knowing whether a study's findings are generalizable 
beyond the immediate case 1s a significant concern with case study designs. 
This study used a multiple-case research deSign, based upon replication 
logic. Again, because the case study was descriptive its generaltzabtlity Is 
limited. 
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ReJiabjUty 
If this study were repltcated, the same findings and conclusions 
should result. As many steps as possible were made as operational as 
possible, and procedures were carefully documented. In addition, the 
researcher created a case study data base consisting of notes, documents, 
tabular materials,surveys, and narratives. 
PROCEDURES 
SeJectlng the Cases 
Goetz and LeCompte ( 1984) Indicate that ethnographers often use 
crIterion-based selection to Identify cases for study. A list of attributes or 
criteria Is estab11shed In advance and then Investigators search for cases 
that match the specified array of characteristics. This procedure for 
selection of case stud1es was used In determln1ng which management teams 
would be investigated in this study. 
The following cr1terion was estab11shed by th1s researcher. Which 
Oregon publlc school systems represent lliltb: a) "a successful management 
team" as endorsed and promoted by COSA and OSBA, and b) "a state of the 
art" mode I of team management as 1t Is evo lvtng? Responses to this 
Question were collected from four reliable sources, who were experienced 
In working w1th Oregon pubHc school systems and knowledgeable about the 
team management concept: the pol1cy speclal1st for the Oregon School 
Boards Association; the fteld services specialist for the ConfederatIon of 
Oregon School Adm1nlstrators; the aSSistant superintendent of school 
district services for the Oregon Department of Education; and the 
researcher, a school district superintendent in Oregon. 
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To select the cases to be studied, informal data gathering was 
conducted, using casual, non-threatening conversations to solicit responses 
to the criterion-based question. The researcher hoped to obtain a high level 
of truthfulness of response through obtaining internal perceptions from the 
respondents in an uncontrolled manner. The researcher's own response to 
the criterion was based upon a variety of casual contacts with professional 
associates, representing a wide sample of administrators. 
From the 305 Oregon school districts, only the following five school 
systems were identified by all four respondents as meeting the criterion for 
selection as a case for purposes of this study: Eagle Point School District 9; 
Gladstone School District 115; Hood River County School District; lake 
Oswego School District 7J; and lincoln County School District. The 
researcher chose to use Hood River County School District for only pilot 
study purposes, since it was the school district by which he was employed. 
Meeting the selection criterion and accessibilfty were the reasons for this 
decision. Because Gladstone School District 115 was experiencing labor 
strife, the researcher chose not to select that school system as a case 
study. The remaining three school systems, representing various regions of 
Oregon were selected as cases for study of successful management teams. 
Sources of Evjdence 
Yin (1984) 11sts six different sources of evidence on which case 
studies may be based. They are: documentation, archival records, 
interviews, direct observation, partiCipant-observer, and physical artifacts. 
Of these six sources, this researcher chose to use four of the sources which 
were appropriate for the case studies of successful management teams in 
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three Oregon public school systems: 1) documentation; 2) archival records; 
3) interviews; and 4) direct observation. 
Documentary information was obtained by collecting data from a 
variety of sources. School board policies and administrative regulations 
provided one source of information about the management team concept, as 
did the agendas, announcements and minutes of management team meetings. 
Administrative memoranda and school system documents describing the 
management team were also collected. 
Archival records such as organizational charts and administrative 
personnel llsts were reviewed. School board meeting minutes describing 
actions taken with regard to team management were also sought. 
Interviews and surveys provided an important source of information 
in this study. Key administrators and supervisors in the school systems 
were interviewed using a focused interview format. The interviews also 
remained open-ended, allowing the respondents to include thefr opinions and 
insights into the study of team management. Administrators were also 
surveyed using the Management Team Survey Form presented in Appendix B. 
Direct observations of actual management team meetings provided an 
opportunity to personally witness the interactions of the management team 
members. These on-site field visits were essential in developing an 
understanding of the culture that existed in and around each management 
team, and provided follow-up leads for additional investigation. 
Experience and Role of the Investigator 
This researcher was aware of the essential skms required of the 
investigator for conducting case studies. Yin (1984) 11sts them: 
• A person should be able to ask good questions - and to 
Interpret the answers. 
• A person should be a good "listener" and not be trapped by his 
or her own Ideologies or preconceptions. 
• A person should be adaptive and flexible, so that newly 
encountered situations can be seen as opportunities, not threats. 
• A person must have a firm grasp of the Issues being stud/eq 
whether this is a theoretical or poUcy orientation, even if in an 
exploratory mode. Such a grasp reduces the relevant events and 
Information to be sought to manageable proportions. 
• A person should be unbiased by preconceived notions, including 
those derived from theory. Thus, a person should be sensitive and 
responsive to contradictory evidence. (pp. 56-57) 
43 
This researcher has been a practicing educational administrator since 
1971, serving as an elementary principal, director of elementary educat ion, 
assistant superintendent, and currently as superintendent. Management 
team training has been received on two separate occasions; once while 
serving as a principal in Pasco School District in Washington, and once in 
the Hood River County School District In Oregon. Through participation on 
these management teams, this researcher has developed a practical 
knowledge of the concepts and issues related to team management. A 
review of related l1terature has broadened that practical understanding to 
include a theoretical knowlege about team management. The researcher 
entered this study with no particular position to prove, but with an interest 
in determining what constitutes a successful management team In 1988. By 
describing those management teams considered successful, useful 
information was made available for those who are interested in establishing 
management teams or who wish to improve existing management teams. 
Therefore, this researcher entered into this case study with a thorough 
understanding of the issues involved, willing to listen and discover, without 
bias. This researcher was the only investigator conducting this descriptive 
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mu1tiple-case study, and therefore performed the searches for documentary 
and archival evidence, the interviews, surveys, and the direct observations 
at each of the three selected school systems. 
Conductjng the Stuay 
As previously discussed, a descriptive, multiple-case study design 
was selected for conducting this study, and the cases were then selected. 
Approval to conduct case studies in the selected school districts was then 
received from those superintendents. Prior to the pilot study, a content 
analysis of Chapters I and II was conducted, deriving questions raised by the 
related 11terature. Potential sources of evidence were then identified by 
the researcher for use in conducting the case studies. This material is 
presented as Appendix A. The study was then conducted in four separate 
phases. 
First, a pllot study was conducted in the Hood River County School 
Dlstrict. Data collection activities and instruments were designed, field 
tested and modified during this phase. During the field testing of the data 
collection instruments, the researcher found them to be unwieldy and 
extremely time consuming. The Management Team Survey Form, found in 
Appendix B, was restructured from the content analysis to create a list of 
characteristics or elements found in management teams. Management Team 
Interview Forms (Appendix C) were developed as guidelines for interviews 
related to the study questions. Management Team Document and Archival 
Records Forms (Appendix D) and Management Team Observation Forms 
(Appendix E) were developed to provide conSistent data collection from 
multiple sources [triangulation] to take place during the second through the 
fourth phases of the study. 
Second, on-site field visits took place in the three selected school 
systems. The purpose of these visits was to: 1) search for archival and 
documentary evidence, 2) interview the superintendent, and 3) directly 
observe the management team in action. 
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The third phase of the study involved interviews with key 
administrators and supervisors in each of the school districts. These were 
focused interviews, but were open-ended to allow for additional input. A 
written survey of management team members was also conducted. 
The fourth phase was a visit to each school district to follow-up on 
leads developed during the second and third phases. Where appropriate, 
additional direct observations were conducted, as well as additional 
interviews, surveys, and document and archival investigations. 
Following the collection of information, a single-case description 
was written for each selected school system management team. A cross-
case analysis was then conducted, resulting in a written description of the 
similarities among these successful management teams in three Oregon 
public school systems. 
CHAPTER IV 
PRESENTATION AND ANALYSIS OF FINDINGS 
Intensive, on-site visitations of three successful management teams 
in Oregon were conducted, as described in Chapter III, during February and 
March 1988. Multiple sources of evidence were gathered in response to the 
following study questions: 
1. Why was the team management concept implemented? 
2. How has the management team evolved? 
3. How is the management team organized? 
4. How does the management team operate? 
5. How are management team members involved in developing, 
recommending, implementing, and monitoring school district policies and 
administrative regulations? 
6. What are the most important characteristics or elements found as 
part of successful management teams which are essential to the school 
district's management team being "successfur? 
Using the study questions as the format for presenting case study 
descriptions, three separate case studies are presented in this chapter. The 
findings of these case studies describe the uniqueness of each individual 
management team within the context of its real1ife existence. 
Additionally, a cross-case analysis is presented, using replication logic, 
rather than pooled data, resulting in a description of the commonalities of 
the three individual case studies. 
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CASE STUDY: EAGLE POINT SCHOOL DISTRICT 9 
Eagle Point School Dlstrict 9 is located approximately twelve mlles 
east of Medford in southern Oregon. The district covers 640 square mlles 
between the Cascade Mountains and the Rogue River, including the 
incorporated cities of Eagle Point and Shady Cove plus the unincorporated 
area of White City. It is considered to be a rural-suburban school system. 
Approximately 3,500 students are served in eight schools: five 
elementary schools, one middle school, one junior high and one high school. 
The d1strict has 412 employees, of which nineteen are administrators. All 
nineteen administrators, including the superintendent, who has served 1n the 
district for the last six years, comprise the Eagle Point School Dlstrict 
management team. 
Why Was the Team Management Concept Implemented? 
Whl1e the l1terature suggests that a major reason for the initial 
establlshment of management teams In school systems was to prevent the 
format ton of collect1ve barga1nlng un1ts by administrators, no evidence 
corroborating that position was found. Interviews with administrators 
clearly 1mUcated that the reason for creat1ng an adm1n1stratlve team 1n the 
Eagle Point School District was to establ1sh an administrative structure 
which provided for Input from administrators Into the decision making 
process and support for the superintendent. The superintendent stated that 
a management team was establ1shed In the district, "To allow Input Into the 
decision making process." The directors of curriculum and Instruction 
Inclcated that In the 1970s, "The team management structure was In place 
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but the teamwork was not." Following a study and reorganization of the 
management team, the administrative team approach was also reaffirmed by 
the School Board in a policy adopted in 1984. 
How Has the Management Team Evolved? 
Documents, interviews, and archival records all indicate that the 
administrative team was restructured by the current superintendent in 1984. 
Until that time, according to those interviewed, the administrative team had 
not been successful. It had existed in name only, with the previous 
superintendent running the ship his way. A 1984 memorandum from the 
current superintendent (RE: Revisiting roles and relationships --
administrative team) began the process of redefining roles and relationships 
among administrative team members. As a result, a document entitled "Team 
Management Concepe was developed, covering philosophical guidelines, 
district mission statement, role definition, administrative team meetings 
and decisions, and the superintendent's office. One administrator described 
the modifications as, "The difference between night and day." The school 
board added their support of these modifications by adopting Policy 2210 
(Management Team) which states, "The Board supports the concept and 
appl1caUon of team management and delegates to the Superintendent the 
authority to develop and apply the guidel1nes under which it operates" (p. 38). 
The superintendent remains open to further changes in the administrative 
team as do the administrators who would like to broaden the base of their 
influence, especially in the area of curriculum. The management team 
appears to have evolved to the pOint where its members feel comfortable 
with additional involvement. 
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How Is the Management Team Organized? 
The multiple model administrative team, as described in Chapter II 
(p. 25), is practiced in the Eagle Point School District. The superintendent 
meets regularly with the administrative team, but also meets with 
numerous sub-units of the team. Documents, such as agendas, and 
interviews indicate the existence of a variety of administrative team sub-
units. Actual observation of meettngs of these sub-units by the researcher 
served to validate their existence. 
The Extended Team is comprised of all nineteen administrators. They 
meet monthly for breakfast, where soclallzing and information sharing 
takes place on an informal basts. The superintendent also uses this 
gathering to discuss items of district-wide concern with all administrators 
present. For example, the researcher observed one of these meetings at 
which the topic of whether or not to hold a personal renewal day inservice 
was discussed by the Extended Team. 
The Extended Team Meetings are immediately followed by a series of 
Mlni-Team Meetings. Separate meetings are held with the bullding 
administrators of each of three different levels: administrators of grades 
K-3; administrators of grades 4-8; and administrators of grades 9-12. The 
superintendent, the director of instruction, and the director of curriculum 
cooperatively lead the Mini-Team Meetings. Topics relevant to each 
respective level are discussed at these meetings. 
The Regular Team consists of the four district office administrators, 
principals of each school, and the high school vice principal. They meet 
monthly to participate in administrative professional growth activities and 
to discuss topics of district-wide significance. This is the decision making 
sub-unlt of the administrative team, as evidenced by decisions made on 
field trip budgets, parent-teacher conferences, and personal renewal day. 
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The Cabinet, composed of district level administrators and 
supervisors, meets weekly to coordinate calendars, report on their specific 
areas of responsibi1lty, and coordinate school board and administrative 
team activlties. The administrative direction of the district 1s generally 
planned at this level. 
How Does the Management Team Operate? 
While the activities and operations of the administrative team were 
identified through documents and interviews, the way in which it actually 
operates is most evident through observation. The researcher was able to 
observe the following meetings: Extended Team Meeting; three Mini-Team 
Meetings; and Regular Team Meeting. 
The Extended Team Meeting was a breakfast meetlng, emphasizing 
sociaHzation among the administrators. Attendance at these meetings is 
not required, but everyone usually attends. At this meeting, all 
administrators were present except for one principal who was absent due to 
illness. FOllowing breakfast, the superintendent asked for input from team 
members about whether or not to continue having the district personal 
renewal day. Seven of the administrators responded. Additional input was 
encouraged by the director of instruction. The superintendent had to leave 
the meeting early, but even in his absence, consensus was reached on this 
issue. The observer's impression of the meeting was that the feeling tone 
was cordial and friendly, with quiet discussion taking place, leading to team 
support for the action taken. 
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At each of the three, one hour Mini-Team Meetings, the same agenda 
items were discussed with different administrators representing the 
various grade levels of the district. The superintendent along with the 
directors of instruction and curriculum led their respective sections of the 
agenda. The administrators were also asked if they had any agenda items for 
the meeting. At the meeting of grades 4-8, three principals added agenda 
items; grades K-3, no additions; and grades 9-12, two additions. The vast 
majority of agenda items at the Mini-Team Meetings allowed the total group 
to take part in problem solving activities related to their areas of 
responslbiHty. Several agenda items required input from either the 
administrators or their staffs. In addition, a few administrators took the 
opportunity to share information with the group. The superintendent 
facilitated the meeting, keeping things moving, adding comments, and 
injecting humor. These meetings were bUSiness-like and professional, 
allowing for open discussion, even frank expression of frustation and 
clearing the air. The meetings were generally relaxed, with moments of 
humor. 
The Regular Team Meeting, attended by eleven administrators and the 
superintendent, consisted of three different segments. During the first 
segment, a staff development specialist provided inservice on peer coaching 
as part of the ongoing administrative professional growth program. 
The second segment of the meeting consisted of the planned agenda. 
The sUperintendent and director of instruction led their respective portions 
of the agenda. The superintendent's agenda consisted mainly of sharing 
information, proposing actions, explaining processes, setting expectations, 
and acknowledging good administrative performance. The director of 
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instruction's agenda predominantly asked for input and responses from 
administrators and their staffs on a variety of issues. Calendar items were 
also firmed up, and the results of a survey shared. 
The third segment (Roundtable) provided the opportunity for any 
administrator to ask questions, present information, or raise issues not 
scheduled on the agenda. Six of the administrators took advantage of this 
opportunity. This administrative team meeting of the Regular Team was 
conducted by the superintendent in a business-like manner. It was more 
formal than the previously discussed meetings, but the fee11ng tone was 
very positive and supportive. 
Administrative team members were surveyed, using the Management 
Team Survey Form, to identify which characteristics or elements of 
management teams are found in the Eagle Point School District 
administrative team, and which characteristics or elements are essential to 
the team being successful. Fifteen of the nineteen administrative team 
members completed the survey, establlshing a seventy-nine percent 
response. Of the fifty-two characteristics or elements, management team 
members identified thirty-six which exist in the Eagle Point School 
District; and twenty-four which are essential to the successfulness of their 
management team. Only those characteristics or elements identified by 
two-thirds or more of the team members responding to the survey are 
reported by the researcher as existing (X) or essential (.) in Table I. 
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TABLE I 
MANAGEMENT TEAM SURVEY RESPONSES: 
EAGLE POINT SCHOOL DISTRICT 9 
A review of related I tterature Which of these Which of these are 
Identifies the following char- are found as part essential to your 
acterlstlcs or elements as being of your district's district's manage-
found 1n management teams. management ment team being 
team? "successful. M 
N'" 15 respondents 
X" 67" or more of respondents". )( 
" 
• 
" 
1.3 There is an organized unit for 40 27 
administrative collective 
bargaining. 
1.4 Management team members )( 87 53 
are involved tn the collective 
bargaining w1th other bargaining 
groups. (Le., teachers, classified) 
1.6 Team management tn X 93 • 87 the school district provides for 
participation by administrators 
in decisions affecting their work. 
1.7 Team members describe 60 47 
the quality of decisions made by 
the management team compared 
to decisions made by individual 
administrators as being Improved. 
1.8 Administrators feel more X 87 • 80 
accountable for decisions made by 
the management team. 
More supportive. )( 87 53 
More successful. X 67 47 
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T ABLE I (CONT I NUEO) 
A review of related llterature Which of these Which of these are 
identifies the fonowing char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successfu1." 
N = 15 respondents 
X = 67" or more of respondents = • X 
" 
• " 
1.9 The management team X 93 • 93 
approach allows administrators 
to gain and share a perspective of 
the school system as a whole. 
1.10 Involvement as a X 93 • 87 
management team member 
makes the members feelllke 
a more important part of the 
enterprise for which they work. 
3.1 The management team has a X 67 60 
clearly understood structure. 
3.2 All sub-units are well 60 60 
represented on the management 
team. 
3.4 The various management X 87 • 67 
team units are Hnked together. 
3.6 The purpose of the 60 • 73 
management team 1s clearly defined. 
3.7 The authority of the 
management team is acknowledged 
and specified by: 
the Schoo 1 Board. X 93 • 80 
the Superintendent. X 93 • 80 
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TABLE I (CONTINUED) 
A review of related Hterature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? ·successful: 
N = 1 S respondents 
X = 6 7~ or more of respondents = • X 
" • " 
3.8 The management team is X 80 S3 
stable. 
3.9 The roles and responsi- 60 40 
b111ties of management team 
members are clearly defined. 
3.11 The team 1s protected and 47 40 
rewarded regarding its decisions 
and recommendations. 
3.12 The special strengths 60 60 
of team members are utilized. 
4.3 Sufficient time for X 73 73 
management team activities 
is provt ded. 
4.4 Definite rules and procedures 27 33 
are followed by the management team. 
4.6 Management team members X 100 • 80 
are 1nvolved 1n dec1s1on making. 
4.8 Management team members X 80 • 67 
are involved In district 
program evaluation. 
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T ABLE I (CONTINUED) 
A review of related Hterature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acterist1cs or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful." 
N = 15 respondents 
X = 67" or more of respondents = • X 
" 
• " 
4. 1 0 Management team members X 73 40 
have adequate input in employment, 
promotion, and dismissal decisions 
of school district employes. 
4.11 Team management X 93 • 80 
contributes to better morale. 
Motivation. X 80 60 
Co 11 aborat ion. X 73 60 
4.12 There is a greater sense of X 80 • 73 
community as a result of team 
management. 
4.13 The level of trust and X 87 60 
security is improved through team 
management. 
4.14 Management team members X 87 60 
feel tied to the success of the 
Supertntendent. 
V1ce versa. 53 40 
4. 15 The School Board supports X 93 • 80 
and appreciates the management 
team. 
V1ce versa. X 87 • 73 
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TABLE I (CONTINUED) 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found In management teams. management ment team being 
team? ·successful: 
N = 15 respondents 
X = 67" or more of respondents = • X 
" 
• 
" 
4. 16 Team management X 73 60 
contributes to shared values, purpose, 
direction. 
Team belonging. X 80 • 73 
4.17 Team management X 93 • 67 Improves communications. 
Qualtty of information. 60 47 
4.18 An effective communi- 33 47 
cations system exists between and 
among all levels of administrators, 
and the School Board. 
4.19 Interpersonal relations 40 27 
problems and conflicts are 
reso lved better through team 
management. 
4.20 Open and accurate 47 60 
communications is provided for. 
4.22 The management X 73 • 80 team fosters success. 
Job satisfaction. X 73 47 
4.23 Team management X 73 • 67 develops centralized goals and 
direction for the school district, and 
decentral tzed autonomy for team members. 
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TABLE I (CONTINUED> 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful." 
N = 15 respondents 
X = 67" or more of respondents = • X 
" 
• " 
5.1 The responsib11ities of the 33 27 
management team include 
pol1cy and regulation development. 
5.2 Management team members 
are Involved In: 
a) developlng 60 47 
b) recommending X 80 • 67 
c) implementing X 87 • 73 d) monitoring X 73 • 67 policies and administrative 
regulations. 
5.3 The management team X 87 47 
affects the Qual1ty of poHc1es and 
regulations. 
5.4 Management team members X 73 • 73 
support team developed policies 
and plans. 
5.5 The Impact of pol1cy 53 40 
recommendations 1s commun1cated 
by the management team to the 
Schoo 1 Board. 
The Superintendent. X 73 33 
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How Are Management Team Members Involved in Developing. Recommending. 
Implementing. and Monitoring School District Policies and Administrative 
Regulations? 
Through multiple sources of evidence, it is apparent that the Eagle 
Point School District management team takes part in the policy and 
administrative regulation process of the district; and they feel it is 
important to do so. The Management Team Survey (item 5.2) illustrates that 
administrators strongly feel that they are involved tn the recommending, 
Implementing, and monitoring of poliCies and regulations. Interviews with 
administrators confirm that the role of the management team is in these 
areas, and not necessarny in the developing of the poliCies, which seems to 
be a function of the Cabtnet and School Board. Limited observations by the 
researcher identified activities by the management team in the monitoring 
and Implementing areas. The management team Is asked for input regarding 
pol1cy and regulation development, and that input is seriously considered by 
the superintendent and the Cabinet before presentation to the School Board. 
During the researcher's observation, the Regular Team was asked for input 
tnto a district policy on teacher release time for curriculum activities and 
also the use of personal leave by teachers. 
What Are the Most Important Characterlsttcs or Elements Found as part of 
Successful Management Teams Which Are Essential to the School District's 
Management Team Being ·Successfur? 
The survey of management team members asked the respondents to 
tdentlfy the ten most Important characteristics or elements which made 
their team "successful." The following list represents a synthesis of their 
responses. The researcher chose to report those items which were 1isted by 
at least a majority of the responding team members. They are listed in 
order from those most mentioned to those least mentioned. 
1. Shared values and a sense of team belonging 
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2. Support from and for other team members and the team as a whole 
3. Good communications with team members and team units 
4. Shared decision-making leading to quality, supported decisions 
S. Centralized goals and direction for the district 
6. Trust between and among team members 
7. Input into problem-solving and policy processes 
8. Shared success for the aChievements of the management team 
Through additional observations, documents and interviews, the 
researcher identified several other characteristics or elements that appear 
to be essential to the success of the Eagle Point School District 
management team. In discussing team management with the superintendent, 
it 1s apparent that he understands the concept, and is strongly motivated to 
have a successful management team in the district. He is committed to it; 
his school board recognizes this, and supports the superintendent. The 
superintendent has developed a written set of philosophical guidelines 
related to the team management concept which states, "The management 
team concept must emphasize that all team members support or respect one 
another and pull together to reach common goals: Evidence of his 
leadership is found in the documents and records of the district as 
previously mentioned. The superintendent models the teamwork that he 
asks of his management team. He asks other administrators for their input 
and opinions. He participates in the various meetings without contr0111ng 
them. The superintendent not only coordinates administrative professional 
growth activities, but he also takes part in them. 
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The superintendent has established an organizational structure which 
allows team management to occur. Evidence of participatory management is 
found in the agendas and observations of the various units of the 
administrative team. The structure of the Eagle Point School District 
management team is designed to take adVantage of the strengths of the 
people within the organization. Every team member has a forum for 
involvement in the leadership and management of the district in areas which 
affect his/her responsibilities, as illustrated by the grade level 
organization of the three Mlni-Teams (grades: K-3; 4-8; 9-12). The team 
members understand this and participate fully so that the management team 
concept will be successful When asked on the Management Team Survey to 
indicate if management team members are involved in decision making, 
1 OO~ of the respondents answered in the affirmative. 
There is an observable effort on the part of the superintendent and 
the Cabinet to strike a careful balance between centralized goals and 
direction for the district, and decentralized leadership and management at 
the school1eve1. This is best illustrated by the way In which a Questlon of 
future staff inservice was handled at the Regular Team Meeting. The 
director of instruction asked, ·Shall we run the entire district staff through 
Phase II training of Assertive Discipl1ne [tight-coupling], or shall we let it 
be selective on the part of buildings or teachers [loose-coupling]"? The 
participation at all meetings of the sub-units of the administrative team by 
the superintendent and directors of instruction and curriculum also 
imparted that while building level administrators have the authority and 
responsibility to operate their schools, the goals and direction of the 
district will not be forgotten. 
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CASE STUDY: LINCOLN COUNTY SCHOOL DISTRICT 
lincoln County School District is a county unit district which 
occupies a f1fty-five mile strip of the central Oregon coast from Cascade 
Head in the north to Cape Perpetua in the south. The county's population of 
over 38,000 clusters around the five coastal towns of lincoln City, Depoe 
Bay, Newport, Waldport and Yahats, and the inland communities of Toledo, 
Siletz and Eddyville. Newport is the county seat and school district 
headquarters for this 1,100 square mi le county. 
Nearly 5,900 students attend seventeen schools located in four areas 
of the district. The north area includes two elementary schools, one middle 
school, and one high school in the lincoln City vicinity. Two elementary 
schools, one middle school, and one high school are also located in the west 
area near Newport. The east area, serving Toledo, Siletz, and Eddyville, 
contains three elementary schools, one middle school, one high school, and 
one K-12 school. In Waldport, the south area, there are one elementary 
school, one middle school, and one high school. 
lincoln County School District has 770 employees. Thirty-six of 
these, including the superintendent, who has served in the district for five 
years, are administrators who constitute the management team. 
Why Was the Management Team Concept Implemented?' 
The management team concept was originally promoted in the early 
1970s in an effort to unify the lincoln County School DistriCt. Interviews 
with administrators revealed that because of the geographic distance 
between the schools of the district, independent operations had become the 
standard. Numerous superintendents during the last fifteen years had 
unsucc~ssfully attempted to make team management a working reality in 
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the district. leadership styles of the superintendents ranged from 
operating totally through concensus to autocratic rule. According to the 
current superintendent, the previous district office administration was 
fraught with "politicallntrigue" and "power trips." The management team 
banded together in an effort to insure the ·preservation of the building 
administrators." The previous superintendent was informed by the 
management team members that he was not welcome in the schools of the 
county. 
The Uncoln County School Board had always maintained the practice 
of conferring and consulting with the administrators rather than bargaining. 
That practice was formalized by school board policy in 1979. None of the 
administrators interviewed aSSOCiated the formation of the management 
team in the district with col1ective bargaining concerns. 
How Has the Management Team Evolved? 
With the Installation of the current superintendent In 1983, a 
significant modiftcatton of the team management process took place. A new 
organizational chart was created which flattened the heirarchy of 
administrators and redistributed the power and Influence of the district 
office downward to the director level. The existing management team was 
suspended. In its place the superintendent establ1shed a system which 
encourages centralized values and decentralized management. According to 
the superintendent, additional movement toward school-based management 
Is antiCipated for the future. Whl1e the school board has not forma11y 
recognized the management team through policy, they have granted the 
superintendent the authority to establish the administrative practices of 
the district. 
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How Is the Management Team Organized? 
In lincoln County School District, the dual model management team 
as described in Chapter II (p. 25) is utilized. The superintendent meets with 
the entire management team in a beginning-of-the-year planning retreat and 
then on several occasions as needed throughout the year. The researcher 
was able to view a slide presentation of this year's retreat In which the 
management goals of the district are featured. 
The superintendent also holds a Superintendent's Meeting with the 
directors on a weekly basis. Actual observation of one of these meetings 
allowed the researcher to validate its existence and identify its function as 
the goal and direction setting group of the distriCt. At these meetings, the 
school board agenda is planned and the pOSitions on issues taken by the 
administrat10n at the school board meetings are developed. The All 
Administrator Meetings are also planned by this group. In addition to the 
Superintendent's Meeting, the directors meet informally once each week for 
lunch. The purpose of this is to communicate with each other and social1ze. 
Because of the geographic distribution of schools over 1,100 square 
mBes, a weekly telephone conference call is held among the director of 
elementary and mtddle education, director of secondary education, and four 
principals (area coordinators) representing each of the four geographic 
areas of the district. 
Twice each month Elementary and Middle School Administrator 
Meetings occur as do Secondary School Administrator Meetings. These 
meetings are led respectively by their directors. These meetings address 
Issues relative to the specific responsibilities of the group members. 
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How Does the Management Team Operate? 
The structure of the Uncoln County School District management team 
and its sub-units is designed to be responsive to the unique geographic 
situation which exists. As a result, the researcher was only able to observe 
the Weekly Conference Ca11, the Superintendent's Meeting, which included 
planning for an A11 Administrator Meeting, and the Management Team 
Planning Retreat (through a slide presentation). 
The Weekly Conference Ca11 took place at 9:00 a.m. on Monday morning, 
involving two directors and four area coordinators. The purpose of this 
activity is to establish regular communications links with all schools of the 
district. The area coordinators serve as representatives of the 
administrators of their respective areas. Of the nine agenda items covered, 
five required input or response from the area coordinators; three involved 
the sharing of information; and one entailed a discussion of a rumor 
regarding the sale of an unused school. On one occasion an area coordinator 
jokingly asked, "Can we take a vote"? Discussion was uninhibited, with 
everyone participating. A great deal of bUSiness was covered in a very short 
time. The feellng of the meeting was relaxed, but productive. 
The Superintendent's Meeting, attended by all directors of the school 
district (the level of administration immediately below the superintendent 
and immediately above the principals), transpired in four separate 
activities. The first activity was a preparation for the upcoming school 
board meeting and agenda setting for the fo11owing school board meeting. 
Discussion about each school board agenda item was led by the 
superintendent. Directors were asked for comments and freely gave them. 
The second activity was an opportunity for individual contributions from 
each administrator at the meeting. Five of the directors shared information 
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or sought input from the group about an issue of district level signif1cance. 
The third activity was the planning of a forthcoming All Administrator 
Meeting being held mainly for budgeting purposes. The final activity of the 
Superintendent's Meeting was a calendar review to coordinate the activities 
of the directors. The meeting was led by the superintendent in a 
professional, business-llke manner and a sense of shared responsib111ty 
existed among the directors. Occasional humor was injected into the 
conversation, relieving the tension of an otherwise task oriented meeting. 
According to informal1nterviews with administrators, the 
operational activities of the Uncoln County management team take place at 
the Elementary and Middle School Administrator Meetings and the Secondary 
School Administrator Meetings led by the respective directors. The All 
Administrator Meetings, led by the superintendent, serve as events for 
refocussing on the central goals and direction of the district. Items of 
district-wide significance are addressed, giving administrators an 
opportunity for input into decisions and directions that affect them. One 
director said, "The superintendent very carefully selects opportunities to 
convey the mission and values of the district to the administrators. He 
focuses on the 'what' and 'why' but not the 'how'." 
Management team members were surveyed, using the Management 
Team Survey Form to identlfy which characteristics or elements of 
management teams are found in the Uncoln County School District 
management team, and which characteristics or elements are essential to 
the team being successful. Twenty-seven of the thirtY-SiX administrative 
team members completed the survey, establishing a seventy-five percent 
response. Of the fifty-two characteristics or elements, management team 
members identifled thirty-eight which exist in the Lincoln County School 
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District, and forty-nine which are essential to the successfulness of their 
management team. Only those characteristics or elements identified by 
two-thirds or more of the team members responding to the survey are 
reported by the researcher as existing (X) or essential (e) in Table II. 
TABLE II 
MANAGEMENT TEAM SURVEY RESPONSES: 
LINCOLN COUNTY SCHOOL DISTRICT 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristtcs or elements as being of your district's district's manage-
found In management teams. management ment team being 
team? "successfue 
N = 27 respondents 
X • 67" or more of respondents • • X 
" 
• 
" 
1.3 There is an organized unit for X 70 • 70 
administrative collective 
bargaining. 
1.4 Management team members 26 33 
are involved in the collective 
bargaining with other bargaining 
groups. (i.e., teachers, classified) 
1.6 Team management in X 96 • 96 the school district provides for 
partic1pat10n by admin1strators 
in decisions affecting their wOrk. 
1.7 Team members describe X 74 • 89 the quality of decisions made by 
the management team compared 
to decisions made by individual 
administrators as being Improved. 
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TABLE II (CONTINUED) 
A review of related Hterature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? ·successful.· 
N = 27 respondents 
X = 67" or more of respondents = • X X • X 
1.8 Administrators feel more X 93 • 89 
accountabJe for decisions made by 
the management team. 
More supportive. X 93 • 100 
More successful. X 78 • 85 
1.9 The management team X 89 • 93 
approach allows administrators 
to gain and share a perspective of 
the school system as a whole. 
1.10 Involvement as a X 78 • 93 
management team member 
makes the members feell1ke 
a more Important part of the 
enterprise for which they work. 
3.1 The management team has a X 78 • 85 
clearly understood structure. 
3.2 All sub-units are well X 67 • 78 
represented on the management 
team. 
3.4 The various management 59 • 81 
team units are Hnked together. 
3.6 The purpose of the 59 • 78 
management team is clearly defined. 
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TABLE II (CONTINUED) 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
actertstics or elements as being of your district's district's manage-
found tn management teams. management ment team being 
team? ·successful. • 
N = 27 respondents 
X = 671 or more of respondents = • X • 
3.7 The authori ty of the 
management team 1s acknowledged 
and specified by: 
the School Board. 48 63 
the Superintendent. X 96 • 100 
3.8 The management team is X 67 • 85 
stable. 
3.9 The roles and responsj- 52 • 81 btlities of management team 
members are clearly defined. 
3.11 The team is protected and 63 • 85 
rewarded regarding its decisions 
and recommendations. 
3.12 The special strengths X 78 • 93 
of team members are utilized. 
4.3 SuffiCient time for 59 • 78 
management team activities 
is provided. 
4.4 Definite rules and procedures 41 • 67 
are followed by the management team. 
4.6 Management team members X 78 • 96 
are involved in deCision making. 
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TABLE II (CONTINUED> 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found tn management teams. management ment team being 
team? ·successfu1." 
N = 27 respondents 
X = 6776 or more of respondents =. X 
" 
• 
" 
4.8 Management team members 48 59 
are involved in district 
program evaluation. 
4.10 Management team members X 81 • 81 have adequate Input In employment, 
prom ott on, and dtsmlssal dec1s10ns 
of school district employes. 
4.11 Team management X 78 • 100 
contributes to better morale. 
Motivation. X 81 • 89 Co 11 aborat ton. X 85 • 96 
4.12 There 1s a greater sense of X 78 • 93 
community as a result of team 
management. 
4. 13 The level of trust and X 67 • 100 
security is improved through team 
management. 
4.14 Management team members X 89 • 89 
feel tied to the success of the 
Superintendent. 
V1ce versa. X 70 • 74 
4.15 The School Board supports 59 • 89 
and appreciates the management team. 
V1ce versa. 48 • 70 
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TABLE II (CONTINUED) 
A review of related Hterature Which of these Which Of these are 
identifies the following char- are found as part essential to your 
acterlstics or elements as being of your district's district's manage-
found 1n management teams. management ment team being 
team? "successful." 
N = 27 respondents 
X = 67~ or more of respondents =. X ~ • ~ 
4. 16 Team management X 67 • 81 
contributes to shared values, purpose, 
direction. 
Team belonging. X 74 • 89 
4. 17 Team management X 78 • 78 Improves communicatIons. 
Qualttyof information. 48 48 
4.18 An effective communj- 56 • 81 
cat ions system exists between and 
among all1evels of administrators, 
and the School Board. 
4.19 Interpersonal relat10ns 59 70 
problems and conflicts are 
resolved better through team 
management. 
4.20 Open and accurate X 78 • 93 
communications is provided for. 
4.22 The management X 85 • 85 
team fosters success. 
Job satisfaction. X 70 • 85 
4.23 Team management X 89 • 93 develops centraltzed goals and 
direction for the school district, and 
decentralized autonomy for team members. 
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TABLE II (CONTINUED) 
A review of related llterature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful" 
N = 27 respondents 
X = 67" or more of respondents =. X 
" 
• X 
5.1 The responsibilities of the X 78 • 89 
management team include 
policy and regulation develop-
ment. 
5.2 Management team members 
are 1nvolved 1n: 
a) developing X 89 • 85 b) recommending X 93 • 93 
c) implementing X 96 • 89 d) monitoring X 85 CD 89 
policies and administrative 
regulat ions. 
5.3 The management team v 74 74 
" affects the quality of po1icies and 
regulat ions. 
5.4 Management team members X 93 • 89 
support team developed policies 
and plans. 
5.5 The 1mpact of policy X 67 • 74 
recommendations Is communicated 
by the management team to the 
Schoo 1 Board. 
The Superintendent. X 78 • 85 
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How Are Management Team Members Inyolved 1n Deyeloping, Recommending, 
Implementing. and Monitoring School District Pol1cles and Administrative 
Regulations? 
The management team members feel strongly, as indicated in the 
survey, that they are involved in every aspect of the poHcy and regulation 
process. School board agendas and observations of the Superintendent's 
Meeting, however, 111ustrated that the directors take a much more prominent 
role in these processes than the other management team members. 
Seventeen policy revisions were being presented to the school board 1n 
future meetings as part of a systematic revision process. The personnel 
director, for example, was presenting a series of personnel policies for 
discussion at the next school board meeting. These poliCies were reviewed 
by the directors at the meeting observed by the researcher. Generally, 
management team members are asked for their input and reactions to 
proposed policies and regulations prior to their final1zation. 
What Are the Most Imoortant.Cbaracteristics or Elements Found as Part of 
Successful Management Teams Which Are Essential to the School District's 
Management Team Being "SuccessfuJ"? 
The survey of management team members asked the respondents to 
identify the ten most important characteristics or elements which made 
their team "successful." The following 11st represents a synthesis of their 
responses. The researcher chose to report those items which were l1sted by 
at least a majority of the responding team members. They are l1sted 1n 
order from those most mentioned to those least mentioned. 
1. Central tzed goals and direction for the district 
2. Good communications with team members and team units 
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3. Shared decision-making leading to quality, supported dec1sions 
4. Shared values and a sense of team belonging and collaboration 
5. Input into problem-solving and pollcy and regulation processes 
6. Shared success for the achievements of the management team 
7. Trust between and among team members 
8. Support from and for other team members and the team as a whole 
Through additional observations, documents and interviews, the 
researcher Identified several other characteristics or elements that appear 
to be essential to the success of the Uncoln County School District 
management team. One comment made by the superintendent during an 
interview illustrates the organizational frame of mind that is allowing 
team management to function in this unique distriCt. He explained, NWhat I 
have done here is to take a 'big city' superintendency mOde.1 and superimpose 
it on a rural school district." The superintendent belleves that the district 
must have tight-loose coupllng, and imparts that belief to his directors and 
building level managers. The management team must accept the centraUzed 
goals and direction of the district, and the accountability that comes with 
that. In return, they are granted decentralized autonomy in the everyday 
operation of their schools. Responses to the Management Team Survey Otem 
4.23) indicate that 891 of the respondents believe that tight-loose coupling 
exists in Uncoln County School District, and that 931 of the respondents 
feel that 1t is essential to the success of their management team. 
The superintendent doesn't just let the management team exist, he 
fosters its existence through team bullding activities. An example of this 
is the three day planning retreat at the beginning of the school year. Team 
building activities and events, such as athletic competition, board games, 
and rafting, were carried out prior to administrative planning meetings. 
Also the assignment of principals as coordinators to the various areas of 
the district fosters the collaboration of the administrators within those 
areas as sub-units of a larger district team. 
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An organizational structure conducive to team management has been 
established In Uncoln County School District. The empowerment of the 
directors to make decisions in consultation with the bul1ding 
administrators has broadened the base of accountabl1ity. Administrators 
know that decisions that affect them can and will be made when necessary. 
The superintendent is not a necessary ingredient in this process. He very 
carefully selects those situations in which he provides direction and 
leadership for the entire management team. For the most part, team 
management in Uncoln County School District is a process that takes place 
within the various sub-units; not at a regularly scheduled, formal meeting 
of the management team. 
CASE STUDY: LAKE OSWEGO SCHOOL DISTRICT 7J 
Lake Oswego School District 7J is a suburban school district located 
on the southeast outskirts of Portland. A population of 28,283 reside in 
this 13.25 square ml1e K-12 school district. 
Approximately 5,600 students attend the district's seven elementary 
schools, two junior high schools, and two high schools. The district has 580 
employees, including the superintendent and 28 administrators who make up 
the management team. The superintendent, who was promoted from within 
the organization, is In his first year of service in the district which has a 
long history of partiCipatory management. 
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Why Was the Team Management Concept Implemented? 
Lake Oswego has a long-standing tradition of employing participatory 
management concepts. The personnel director indicated that when he first 
joined the district in 1959, the administrators of the district were sharing 
in the decision-making processes of the district. OVer the years, continued 
attempts have been made to involve administrators in the overal1 operation 
of the district. The management team concept was directed more at the 
loss of prerogatives by administrators than any effort to preclude them 
from collective bargaining processes. Team management in Lake Oswego 
School District 7J addressed the problem of insecurity on the part of 
building level administrators and the need for support for district level 
administrators. The school board has always encouraged this approach. 
How Has the Management Team Evolved? 
Unt111987, partiCipatory management had taken place whenever 1t 
was convenient for that mode of decision-making. Interviews with 
administrators who had been with the district for many years confirm that, 
while team management may have been espoused, in practice, decisions 
were often handed down. In 1987, the current superintendent began his 
leadership of the district. He redesigned the job responsibllities, is 
developing comprehensive administrative performance standards, and 
emphasized planning and direction. A document describing a three year 
strategiC plan for management and leadership lays out the goals and 
direction for organizational development. School-based management is 
encouraged, and increased building level autonomy is antiCipated for the 
future. In 1983, the school board establlshed Policy 2320 which endorses 
the management team. I t states: 
1. The Lake oswego D1str1ct subscr1bes to the concept that the 
most effect1ve management system 1s one that provides for 
partlcpation in decision making. 
2. To allow for participative management, the superintendent shall 
establtsh appropriate subgroups of administrators, thus allowing 
individual members of the management team to participate In the 
development of pollcies and the making of decisions that are related 
to their area of responsibt11ty. (2320) 
How Is the Management Team Organized? 
The multiple model management team as descr1bed 1n Chapter II 
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(p. 25) ex1sts 1n the Lake Oswego School D1str1ct where the super1ntendent 
meets regularly with the enUre management team as well as w1th a variety 
of sub-un1ts. The management team label1s not used; meetings of all 
adm1n1strators are called Adm1n1strat1ve Counctl Meetings. These meetings 
occur monthly and deal with 1tems of a d1str1ct-wide importance and 
relevance. The ass1stant super1ntendent directs the meeting w1th 
adm1n1strators leading the discussion of the1r respect1ve agenda 1tems. 
They also generally 1nclude a presentation or tra1nlng act1vity as well. 
Cabinet Meetings take place weekly, 1nvolv1ng all district level 
adm1n1strators. Planning for school board agendas takes place at these 
meetings. Each administrator also reports on his/her area of responstbl1tty. 
Weekly Operations Meetings involve the superintendent, aSSistant 
superintendent, personnel director, and business manager. These meetings 
deal with the general operations of the d1str1ct and plann1ng for other 
meettngs. 
Curriculum and Instruction Meet1ngs take place monthly for the 
purpose of coordtnating the 1nstructtonal and staff development programs of 
the d1str1ct. The super1ntendent, ass1stant super1ntendent, d1rector of 
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elementary education and the director of secondary education attend these 
meetings. 
Monthly Elementary and Secondary Meetings led by the respective 
directors are also held. Bul1ding level administrators attend these meetings 
where grade level related topics are discussed. 
How Does the Management Team Operate? 
The complex structure of sub-units within the management team in 
the Lake Oswego School District assures a forum for Involvement for every 
administrator. Much of the Information regarding these sub-units was 
gathered by the researcher through Interviews; but direct observations 
occurred at three of these meetings: Operattons Meettng; Administrative 
Council Meeting; and Cabinet Meeting. 
The Operations Meeting involved the superintendent, aSSistant 
superintendent, and personnel director. This meeting was Informal and 
allowed frank discussion of a number of topiCS: a review of the school 
board meeting; negotiations; the need for a staff development schedule; and 
a personnel matter. The superintendent actively l1stened. The observer's 
impression of the meeting was that its function was basically for 
communications within the inner circle of top level administrators. 
The Administrative Council Meettng was directed by the assistant 
superintendent; but the superintendent took a leading role. In fact, he had 
the only planned agenda items. When he asked for input, the administrators 
were wt11ing and eager to provide It. The remainder of the meettng was 
open for discussion. Nine different administrators contributed to the 
meeting, mostly sharing information or reporting on specific projects. 
When questions were raised about a report the superintendent had made, he 
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responded, "1 should have shared this with you right after the school board 
retreat." This exempl1fies the desire of the superintendent and the 
administrators to act as a team. The meeting was formal, but good 
interchange occurred among the administrators. 
The Cabinet Meeting was attended by all the district level 
administrators, except two who were out of town. The meeting consisted of 
a series of reports from various divisions of the organization, with free 
dialogue taking place with regard to the reports. It appeared to the observer 
that this is the direction-setting sub-unit of the organization. The feeHng 
tone was business-like, with the focus on the sharing of information. 
Management team members were surveyed, using the Management 
Team Survey Form to identify which characteristics or elements of 
management teams are found in the Lake Oswego School District 
management team, and which characteristics or elements are essential to 
the team being successful. Twelve of the twenty-nine administrative team 
members completed the survey, establishing a forty-one percent response. 
This rate of return was low compared to the returns of seventy-nine percent 
and seventy-five percent from the other two management teams that were 
studied. A plausible explanation is that, because this was the new 
superintendent's first year, administrators might have felt uncomfortable 
about responding to a survey which described the status of their 
management team. It is also possible that the obtrusiveness of the 
researcher within their management team contributed to the low rate of 
response. Nevertheless, a forty-one percent return was sufficient for 
purposes of this case study. Of the fifty-two characteristics or elements, 
management team members identified forty-two which exist in the Lake 
Oswego School District, and forty-four which are essential to the 
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successfulness of their management team. Only those characteristics or 
elements identified by two-thirds or more of the team members responding 
to the survey are reported by the researcher as existing (X) or essential (.) 
in Table III. 
TABLE III 
MANAGEMENT TEAM SURVEY RESPONSES: 
LAKE OSWEGO SCHOOL DISTRICT 7J 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristlcs or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful. " 
N = 12 respondents 
X = 677: or more of respondents = • X 7: • 7: 
1.3 There is an organized unit for X 92 17 
administrative collective 
bargaining. 
1.4 Management team members 67 50 
are involved in the collective 
bargalntng with other bargaining 
groups. (i.e., teachers, classified) 
1.6 Team management in X 100 • 100 
the school dtstrict provides for 
partlclpat10n by administrators 
1n decisions affecting the1r work. 
1.7 Team members describe X 67 50 
the qual1ty of dec1stons made by 
the management team compared 
to decistons made by tndtvtdual 
administrators as being tmproved. 
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T ABLE III (CONTINUED) 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful: 
N = 12 respondents 
X = 6 7~ or more of respondents = • X 
" 
• 
" 
1.8 Administrators feel more X 75 • 67 
accountable for decisions made by 
the management team. 
More supportive. X 75 • 75 
More successful. X 75 • 67 
1.9 The management team X 83 • 75 
approach allows administrators 
to gain and share a perspective of 
the school system as a whole. 
1.10 Involvement as a X 75 • 83 
management team member 
makes the members feel1tke 
a more 1mportant part of the 
enterprise for which they work. 
3.1 The management team has a X 67 • 92 
clearly understood structure. 
3.2 All sub-un1ts are well X 92 • 92 
represented on the management 
team. 
3.4 The various management X 92 • 75 
team units are linked together. 
3.6 The purpose of the X 75 • 75 
management team is clearly defined. 
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TABLE III (CONTINUED> 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful. .. 
N = 12 respondents 
X = 67" or more of respondents = • X • 
3.7 The authority of the 
management team is acknowledged 
and specified by: 
the School Board. 42 42 
the Superintendent. X 92 • 83 
3.8 The management team Is X 67 • 67 
stable. 
3.9 The roles and responsf- X 67 • 75 bl1ities of management team 
members are clearly defined. 
3.11 The team Is protected and 42 58 
rewarded regarding Its decisions 
and recommendat ions. 
3.12 The special strengths 58 • 83 
of team members are ut i11zed. 
4.3 Sufficient time for 17 • 67 
management team activities 
Is provided. 
4.4 Definite rules and procedures 50 • 67 
are followed by the management team. 
4.6 Management team members X 92 • 100 
are involved in decision making. 
83 
T ABLE III (CONTINUED> 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristlcs or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful" 
N = 12 respondents 
X = 67" or more of respondents = • X 
" 
• 
" 
4.8 Management team members X 100 • 100 
are involved in district 
program evaluation. 
4.10 Management team members X 92 • 92 have adequate input In employment, 
promotion, and dismissal decisions 
of school district employes. 
4. 11 Team management X 92 • 92 
contributes to better morale. 
Motivation. X 92 • 100 Co 11 aborat ion. X 92 • 100 
4.12 There Is a greater sense of X 83 .. 92 
community as a result of team 
management. 
4.13 The level of trust and security X 83 • 92 
is Improved through team management. 
4.14 Management team members X 83 • 75 feel tied to the success of the 
Superintendent. 
Vice versa. X 67 • 67 
4. 15 The Schoo I Board supports 42 • 67 
and appreciates the management 
team. 
Vice versa. 42 58 
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TABLE III (CONTINUED) 
A review of related llterature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? ·successful.· 
N = 12 respondents 
X = 67" or more of respondents = • X 
" 
• 
" 
4.16 Team management X 92 • 100 
contributes to shared values, purpose, 
direction. 
Team belonging. X 75 • 83 
4.17 Team management X 100 • 100 1mproves commun1cat10ns. 
Quality of information. X 75 • 67 
4.18 An effective communi- 58 • 75 
catlons system exists between and 
among all levels of administrators, 
and the Schoo 1 Board. 
4.19 Interpersonal relat10ns 42 58 
problems and conflicts are 
resolved better through team 
management. 
4.20 Open and accurate X 92 • 92 
communtcatlons ts provtded for. 
4.22 The management X 92 • 83 
team fosters success. 
Job satisfactton. X 83 • 92 
4.23 Team management X 100 • 100 develops centralized goals and 
direction for the school district, and 
decentralized autonomy for team members. 
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TABLE III (CONTINUED) 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful." 
N = 12 respondents 
X = 67" or more of respondents =. X 
" • " 
5.1 The responsib1Hties of the X 83 • 83 
management team include 
policy and regulation develop-
ment. 
5.2 Management team members 
are 1nvolved 1n: 
a) developing X 92 • 75 b) recommending X 100 • 83 
c) implementing X 100 • 83 d) monitoring X 100 • 75 policies and administrative 
regu 1 at 10ns. 
5.3 The management team 92 75 
affects the quality of policies and 
regul ations. 
5.4 Management team members X 83 • 83 
support team developed polfcles 
and plans. 
5.5 The 1mpact of po1tcy 42 58 
recommendations is communicated 
by the management team to the 
Schoo 1 Board. 
The Superintendent. X 75 • 75 
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How Are Management Team Members Involved in Developing. Recommending, 
Implementjng. and Monitoring School District Policies and Admjnistrat1:.m 
Regulatjons? 
From the Management Team Survey, it is obvious that the responding 
members of the management team feel that they are fully involved in the 
pollcy and regulatl0n processes. One hundred percent of the respondents 
indicated on item 5.2 that they were involved. School Board Pol1cy 2320 
mandates their involvement. The personnel director is responsible for the 
development of board pottcies. Interviews indicated that any administrator 
could recommend new or revised policies. Input is gathered from the 
standing sub-units of the management team and submitted to the 
superintendent for processing. The administrators are then responsible for 
the implementation and monitoring of the policies. 
What Are the Most Important Characteristics or Elements Found as Part of 
Successful Management Teams Which Are Essential to the School District's 
Management Team Being ·Successful"? 
The survey of management team members asked the respondents to 
Identify the ten most important characteristics or elements which made 
their team "successfu1." The following list represents a synthesis of their 
responses. The researcher chose to report those items which were listed by 
at least a majority of the responding team members. They are listed in 
order: from those most mentioned; to those least menttoned. 
1. Shared decision-making leading to quality, supported decisions 
2. Centralized goals and direction for the district 
3. Good communications with team members and team units 
4. Trust between and among team members 
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5. Support from and for other team members and the team as a whole 
6. Input Into problem-solving and policy and regulation processes 
Through additional observations, documents and interviews, the 
researcher identified several other characteristics or elements that appear 
to be essential to the success of the lake Oswego School District 
management team. The superintendent does not leave the organizational 
direction of the district to chance. He has established a three year plan 
which clearly outlines the strategic plan for organizational development. 
The plan includes the development of a shared vision, establlshing district 
priorities, participatory processes, and developing building autonomy. He 
summarized his efforts by stating, "The first two years are foundation 
years. An effective management base is essential to empowering people 
throughout the organization to be leaders: 
The superintendent is committed to modeling the beliefs about 
leadership that he espouses. Documents, interviews, and observations all 
disclose his understanding of the need for shared, centralized goals and 
direction for the district, and decentral1zed autonomy at the bullding level. 
The superintendent developed a three year organizational development plan 
which focuses on management in the first year; management and resources 
in the second year; and leadership in the third year. While he encourages 
school-based management, his presence and involvement is obvious at all 
meetings of the sub-units of the management team which affect the 
accompl1shment of the district goals. His commitment and intensity in this 
regard permeate the district. 
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CROSS-CASE ANALYSIS 
Descriptions of three successful management teams have been 
presented, representing three unique public school systems in Oregon. While 
the geographic, demographic, and organizational contrasts of these districts 
were obvious, the management teams of these districts shared many 
commonalities. This cross-case analysis is presented to describe the 
simllarities among the three case studies. The data were not pooled as in 
sampling methods; rather, replication logic was used. Multiple sources of 
evidence led to responses to each of the study questions in each of the three 
distinct case studies. The same six study questions were used as the 
format for presenting the findings in this cross-case analysis. 
Why was the Management Team Concept Implemented? 
The earl1est ltterature on team management tn educational 
adm1n1strat10n 1ndlcates that one s1gnlf1cant reason for school boards 
encourag1ng the establ1shment of management teams was 1n reaction to 
concerns about collect1ve bargatn1ng by adm1nlstrators. In all three case 
studies, however, admin1strators dented any relatlonshlp between the 
ortgtnal formatton of management teams 10 the1r dlstr1cts and collective 
bargaining concerns. Two prominent reasons for the establtshment of 
management teams d1d surface 1n the case studies: 
• The need and deslre to allow adminlstrators to have input lnto the 
dectston-maktng process . 
• The need and deslre for support from admlnlstrators for the 
supertntendent and other dlstrtct admtnlstrators. 
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How Has the Management Team Evolved? 
Three commonalities are apparent wlth regard to the evolution of the 
management teams. As a preface to identifying the commonalitles, the 
researcher notes that each current superintendent joined his district within 
the last six years. Team management had existed in the districts prior to 
their appointment, with varying degrees of success. Each superintendent 
came to the district committed to team management or participatory 
management concepts. 
The following actions were taken by each of the three 
superintendents in an effort to improve the management team of the 
district: 
• The organizational structure of the district was modified to better 
utilize existing administrative personnel and to provide systematic 
opportunities for input and involvement by the administrators. 
• Roles and relationships among management team members were 
modified and clarified. 
• School-based management was encouraged and supported. 
How Is the Management Team Organized? 
The three management teams were organized to address the unique 
situations of the school districts they serve. Their dissimilarities did not 
obscure their similarities, however. The management teams had the 
following structural traits: 
• A single management team unit did not exist; the management team 
was made up of a variety of sub-units, representing all segments of 
administration. 
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e The superintendent met with the entire management team (all 
administrators), as well as with various sub-units of the management team. 
• The various sub-units were linked together for communications· 
purposes by link-pin administrators. 
How Does the Management Team Operata? 
The ways 1n which the three management teams operated were much 
more similar than the organizational configurations which defined the 
management teams. At times the researcher wondered in which district he 
was observing. The follow1ng characteristics were apparent at management 
team and sub-unit meetings 1n each district: 
• The opportunity for socialization among administrators occurred at 
each meeting . 
• Input and responses were sought from administrators by the 
superintendent and district level administrators. 
• Genuinely open discussion among all adm1nistrators was 
encouraged, and, In fact, took place. Administrators were not reluctant to 
voice their opinions, even 1f it disagreed with that of the superintendent. 
• Professional growth sessions for administrators were a planned 
part of the management team activities. 
• Sharing of information among administrators took place both 
forma11y and informa11y. 
• Agenda Items were contributed at meetings by administrators from 
all segments of the organization. 
• Efforts were made to reach agreement through consensus whenever 
possible. 
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Management team members 1n each district were surveyed, using the 
Management Team Survey Form to identify which characteristics or 
elements of management teams existed (X), and which characteristics or 
elements are essential (e) to the team being successful. The results of all 
three surveys are presented 1n Appendix F - Management Team Survey: 
Number and Percent of Responses by School District. The data were used by 
the researcher to develop Tables I - III in the case study descriptions. 
A comparison of the survey results of the three management teams 
derived from Tables I - III is presented in Table IV - Management Team 
Survey Responses: Comparison of Three School Districts. For each 
management team surveyed, only those characteristics or elements 
identified by two-thirds or more of the team members responding to the 
survey are reported by the researcher. 
A comparison of the results indicates that thirty of the 
characteristics or elements exist in all three management teams; twenty-
two are felt to be essential for success in all three management teams. 
Nine additional characteristics or elements exist in two of the management 
teams; an additional twenty-two are 1dentified as being essential for 
success in two of the management teams. 
A total of forty-four characteristics or elements found in 
management teams were identified in at least two of the three case studies 
as being essential to the success of the management team in that school 
system. These forty-four items can serve as guideposts for identifying 
successful management teams and team management practices. 
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TABLE IV 
MANAGEMENT TEAM SURVEY RESPONSES: 
COMPARISON OF THREE SCHOOL DISTRICTS 
A review of related Hterature Whlch of these Which of these are 
identifies the followlng char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found In management teams. management ment team being 
team? ·successful. " 
X- 67~ or more of respondents - • X • EP= Eagle Point School District 9 
LC= Lincoln County School District 
LO= Lake Oswego School Distrlct 7J EP LC LO EP LC LO 
1.3 There Is an organtzed unit for X X • 
admtnlstrattve collective 
bargaining. 
1.4 Management team members X X 
are involved 1n the collective 
bargaining with other bargalning 
groups. (1.e., teachers, classlfied) 
1.6 Team management 1n v X X 
" the school district provides for 
participatlon by administrators 
1n decisions affecting their work. 
1.7 Team members describe X X • 
the Quality of decisions made by 
the management team compared 
to decisions made by individual 
administrators as being improved. 
1.8 Administrators feel more X X X • • • 
accountable for decisions made 
by the management team. 
More support lve. X X X • • 
More successful. X X X • • 
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TABLE IV (CONTINUED> 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found In management teams. management ment team being 
team? Msuccessfu1." 
X = 67" or more of respondents = e X • EP = Eagle Point School Dlst. 9 
LC = lincoln County School Dist. 
LO = Lake Oswego School Dist. 7J EP LC LO EP LC LO 
1.9 The management team X X X • • • 
approach allows administrators 
to gain and share a perspect Ive of 
the school system as a whole. 
1.10 Involvement as a X X X • • • 
management team member 
makes the members feel1ike 
a more important part of the 
enterprise for which they work. 
3.1 The management team has a X X X • • 
clearly understood structure. 
3.2 All sub-units are well X X • • 
represented on the management 
team. 
3.4 The various management X X • • • team units are linked together. 
3.6 The purpose of the X • • • 
management team is clearly 
defined. 
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TABLE IV (CONTINUED) 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? ·successful." 
X = 67~ or more of respondents = • X • EP = Eagle Point School Dlst. 9 
LC = Uncoln County School Dist. 
LO = Lake Oswego School Dist. 7J EP LC LO EP LC LO 
3.7 The authority of the 
management team ts 
acknowledged and specif1ed by: 
the School Board. X • the Superintendent. X X X • • • 
3.8 Th~ management team is X X X • • 
stable. 
3.9 The roles and responsi- X • • b1Hties of management team 
members are clearly defined. 
3.11 The team is protected and • 
rewarded regarding its decisions 
and recommendat Ions. 
3.12 The special strengths X • • 
of team members are ut 11 tzed. 
4.3 Sufficient time for X • • • 
management team activities 
Is provided. 
4.4 Definite rules and procedures • • 
are followed by the management 
team. 
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TABLE IV (CONTINUED> 
A review of related llterature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful." 
X = 67" or more of respondents=. X • EP = Eagle Point School Dist. 9 
LC = Lincoln County School Dist. 
LO = Lake Oswego School Dist. 7J EP LC LO EP LC LO 
4.6 Management team members X X X • • • 
are involved in decision making. 
4.8 Management team members X X X • • • 
are Involved In district 
program evaluation. 
4. 1 0 Management team members X X X • • have adequate input in employment, 
promotion, and dismissal decisions 
of school d1strict employes. 
4. 11 Team management X X X • • 
contributes to better morale. 
Motivation. X X X • • Co 11 aborat ion. X X X • • 
4.12 There Is a greater sense of X X X • • • 
community as a result of team 
management. 
4.13 The level of trust and X X X • • • 
secur1ty Is improved through team 
management. 
4.14 Management team members X X X • • feel tied to the success of the 
Superintendent. 
~lce :olecsa. X X • • 
96 
TABLE IV (CONTINUED) 
A review of related Hterature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful." 
X = 67X or more of respondents =. X • EP = Eagle Point School D1st. 9 
LC = Uncoln County School Dlst. 
LO = Lake Oswego School Dist. 7J EP LC LO EP LC LO 
4. 15 The School Board supports X • • • 
and appreciates the management 
team. 
V1ce versa. X e 
4. 16 Team management X X X • • 
contributes to shared values, 
purpose, direction. 
Team belonging. X X X • • • 
4. 17 Team management X X X • • • 1mproves commun1cattons. 
Qual1ty of information. X • 
4.18 An effective communi- • • 
cations system exists between 
and among al11evels of 
administrators, and the School 
Board. 
4.19 Interpersonal relattons • problems and conflicts are 
reso Ived better through team 
management. 
4.20 Open and accurate X X • • 
communications is provided for. 
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TABLE IV (CONTINUED) 
A review of related literature Which of these Which of these are 
identif1es the following char- are found as part essential to your 
acterlstlcs or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? Hsuccessful.-
X = 67~ or more of respondents = • X • EP = Eagle P01nt School D1st. 9 
LC = Lincoln County School Dist. 
LO = Lake Oswego School Dlst. 7J EP LC LO EP LC LO 
4.22 The management X X X • • • 
team fosters success. 
Job sattsfact10n. X X X • • 
4.23 Team management X X X • • • develops centralized goals and 
direction for the school district, 
and de centra 11 zed autonomy for 
team members. 
5.1 The responsIbilities of the X X • • 
management team Include 
pol1cy and regulation develop-
ment. 
5.2 Management team members 
are involved in: 
a) developIng X X • • b) recommending X X X • • • 
c) Implementing X X X • • • d) monitoring X X X • • • pOlicies and administrative 
regulations. 
5.3 The management team X X X • • 
affects the quality of policies 
and regulations. 
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TABLE IV (CONTINUED) 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your distriCt's district's manage-
found in management teams. management ment team being 
team? "successful: 
X = 67" or more of respondents =. X • EP = Eagle Point School Dlst. 9 
LC = Lincoln County School Dist. 
LO = Lake Oswego School Dist. 7J EP LC LO EP LC LO 
5.4 Management team members X X X • • • 
support team developed policies 
and plans. 
5.5 The 1mpact of pol1cy X • 
recommendations is communicated 
by the management team to the 
Schoo I Board. 
The Superintendent. X X X • • 
Totals 36 38 42 24 49 44 
How Are Management Team Members Involved in Developing. Recommending. 
Implementing. and Monitoring School District Policies and Administrative 
Regulations? 
Management team members in all three school districts feel 
positively about their involvement in the policy and regulation processes. 
The following statements represent a summary of the evidence about 
management team involvement in activities related to policy and regulation 
processes: 
• Management team members make policy and regulation 
recommendations. 
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• The management team is asked for input or reaction to policies and 
regulations prior to being presented to the school board. 
• The quality of the policies and regulations is improved through 
management team input. 
• The superintendent is recept ive to Input from the management team 
concerning the impact of policies and regulations on the operation of the 
schools. 
• Management team members do not develop policies and regulations; 
this is done at the district office level. 
• Management team members support policies and regulations which 
they helped to establish. 
• Management team members Implement policies and regulations. 
• Management team members monitor pOlicies and regulations. 
What Are the Most Important Characteristics or Elements Found as part of 
Successful Management Teams Which Are Essential to the School District's 
Management Team Being ·Successfur? 
The Management Team Survey asked the respondents to identify the 
ten most Important characteristics or elements which made their team 
"successful." The researcher chose to report those items which were listed 
by at least a majority of the responding team members. The following l1st 
represents an unranked summary of those common characterlst ics or 
elements found to be most Important by all three of the management teams: 
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• CentraHzed goals and direction for the district 
• Shared decision-making leading to quality, supported decisions 
• Input into problem-solving and pol1cy and regulation processes 
• Good communications with team members and team units 
• Trust between and among team members 
• Support from and for other team members and the team as a whole 
In addition, the following list represents an unranked summary of 
those common characteristics or elements found to be most important by 
two out of three of the management teams: 
• Shared values and a sense of team belonging and collaboration 
• Shared success for the achievements of the management team 
Through additional observations, documents and interviews, the 
researcher identified several other characteristics or elements that appear 
to be essential to the success of these management teams. The 
superintendent is instrumental in whether or not management teams are 
successful. The following characteristics or elements appear to the 
researcher to be in place, to a substantial degree, in all three of the school 
districts studied: 
• ,.he superintendent understood the team management concept. 
• The superintendent was committed to team management and clearly 
communicated that to the management team and school board; regularly. 
• The superintendent established an organizational framework which 
encouraged and supported team management, given the unique needs and 
resources of the school distriCt. 
• The superintendent modeled the team management behaviors that he 
espoused. 
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eThe superintendent led the district using tight-loose principles: a 
careful balance between shared, centralized values, goals, and direction for 
the district; and decentralized; autonomous leadership and management at 
the school level. 
-The superintendent had effectively Implemented school-based 
management concepts, and intended to continue to move in that direction. 
CHAPTER V 
CONCLUSIONS AND RECort1ENDATIONS 
A Study of Successful Management Teams in Oregon Public School 
Systems was conducted to accompl1sh three purposes. The first purpose 
was to identify and describe the current status of successful management 
teams in three Oregon public school systems. Intensive, on-site visitations 
of three successful management teams in Oregon were conducted, as 
described in Chapter III, during February and March 1988. Multiple sources 
of evidence were gathered in response to the following stUdy questions: 
1. Why was the team management concept implemented? 
2. How has the management team evolved? 
3. How 1s the management team organized? 
4. How does the management team operate? 
5. How are management team members involved in developing, 
recommending, implementing, and monitoring school district policies and 
administrative regulations? 
6. What are the most important characteristics or elements found as 
part of successful management teams which are essential to the schoo, 
district's management team being "successful"? 
The study questions were used as the format for describing the status 
of successful management teams in Eagle Point School District 9, Lincoln 
County School District, and Lake Oswego School District 7J. Comprehensive 
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case study descriptions were presented in Chapter IV. Additionally, a 
cross-case analysis was presented, summarizing the commonalities 
discovered among the three successful management teams. The case study 
descriptions and cross-case analysis, therefore, accompllshed the first 
purpose of this study. 
The second purpose was to add to the existing body of knowledge and 
research about management teams 1n educational administration; and the 
third purpose was to provide useful information for practicing 
administrators of school systems, who are currently operating management 
teams, or who are interested in doing so. The conclusions and 
recommendations presented in this chapter address these two stated 
purposes. 
CONCLUSIONS 
Propositions were derived from the review of related literature In 
order to develop the research expectations of this study. The conclusions of 
the study are presented using those propositions as the framework for 
discuss Ion: 
Proposition 1. Successful management teams implemented the team 
management concept because 1t was the preferred method of educational 
leadership which allowed greater participation by administrators, and 
resulted In Improved decision making. 
Proposition 2. Successful management teams have evolved since 
their orlg1nalimplementatlon, untl1 they presently represent the unique 
management needs and resources of the school system. 
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Proposition 3. Successful management teams are made up of a group 
of school district administrators consisting of the superintendent and (or 
representatives of) central staff, principals, and ancillary personnel having 
supervisory positions; and are structured to allow the maximum, efficient 
input and participation by that group. 
Proposition 4. Successful management teams involve administrators 
in developing, recommending, implementing, and monitoring school district 
pol1cies and administrative regulations. 
Proposition 5. Successful management teams have in common certa1n 
characteristics or elements which are essential to the management teams 
being "successful." 
Additionally, recommendations are provided for the application of 
these conclusions by practicing administrators. Suggestions for further 
research are also presented for consideration. 
proposition 1. Successful Management Teams I mplemented the Team 
Management Concept Because It Was the Preferred Method of Educational 
Leadership Which Allowed Greater Participatjon by Administrators. and 
Resulted in Improved Decision Making 
Durtng the formative years for team management in education, it was 
commonly understood by superintendents and school boards that 
estabHshing management teams would have the practical effect of 
lessentng the need for administrators to form collective bargaining units. 
The literature of the time validates this notion. After fifteen years of team 
management history, however, management team members no longer 
associate the two. There were other, more direct, reasons for the 
establlshment of management teams in educational administration. Two 
prominent reasons for their establlshment surfaced in this study: 
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• The need and desire to allow administrators to have input into the 
decision-making process . 
• The need and desire for support from administrators for the 
superintendent and other district administrators. 
Team management practices continue to be the preferred methods of 
educational leadership. Superintendents are reshaping their organizational 
structures to allow for decentralization of operations; and greater 
participation in school district decision-making by their administrators. 
propos1tion 2. Successful Management Teams Have EVQlved Since Their 
Origjnallmplementatjon. Until They Presently Represent the Unique 
Management Needs and Resources of the School System 
Successful management teams evaluate their performance, and strive 
for improvement. This study identified the following actions taken by each 
of the three superintendents in an effort to improve his management team: 
• The organizational structure of the district was modified to better 
utl1ize existing administrative personnel, and to provide systematic 
opportunities for input and involvement by the administrators. 
• Roles and relationships among management team members were 
modified and clarified. 
• School-based management was encouraged and supported. 
These activities reflect the process of evolution taking place in 
organizations today. Because of the unique needs and resources of each 
individual school system, management teams must be designed to be 
responsive to that uniqueness. Many management team models exist. The 
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case study descriptions presented in Chapter I V illustrate three distinct, 
successful approaches to team management. The approach that is right for a 
given school district is the one that best achieves the purposes of that 
particular management team. Essential to the continuing success of a 
management team is the willingness and ability of its team members to 
adjust to change. 
Propos it jon 3. Successful Management Teams Are Made Up of a Group of 
School District Administrators Consisting of the Superintendent and (or 
Representatives of) Central Staff. Principals. and Ancll1ary Personnel 
Having Supervisory Positions. and Are Structured to Allow the Maximum. 
Effic1ent Input and Participation by That Group 
From the review of related llterature, the researcher established the 
following definition of "management team" for purposes of this study: 
A group of school district administrators consisting of the superintendent 
and (or representatives un central staff, principals, and ancillary personnel 
hav1ng supervisory positions, who as a group, develop, recommend, 
implement, and monitor school district policies and administrative 
regulations, and who participate in the decision-making processes of the 
district. The membership of the three management teams studied matched 
this definition. The configuration of each sub-unit was described in the 
case studies. Al1 three management teams had the fol1owing structural 
traits in common: 
• A single management team unit did not exist; the management team 
was made up of a variety of sub-units, representing all segments of 
administration. 
107 
The successful management teams analyzed the organizational and 
geographic considerations of their districts and established a management 
team which addressed the uniqueness of the districts. For example, the 
Mini-Teams in Eagle Point School District are responsive to the variety of 
grade level configurations that exist in that district. The weekly telephone 
conference call, involving the directors of elementary and secondary 
education and geographic area coordinators (principals) in Lincoln County 
School District, is responsive to the geographic distribution of schools over 
1,100 square mtles . 
• The superintendent met with the entire management team (all 
admin'istrators), as well as with various sub-units of the management team. 
In both Eagle Point and Lake Oswego School Districts, the 
superintendents chose to meet with the entire management team and also 
with a variety of sub-units. This is multiple model management team 
described in Chapter II. The superintendent of Eagle Point School District 
was able to meet with all sub-units of the management team because of the 
manageable size of the district. In Lake Oswego School District, the 
superintendent participated in all sub-unit meetings except the Elementary 
and Secondary Meetings. 
The superintendent of Lincoln County School District chose to meet 
only with the directors at the Superintendent's Meeting in addition to the 
All Administrator Meeting. He used the dual model management team. 
In smal1 school districts it would be possible to meet solely with the 
entire management team, utilizing the sIngle model When the number of 
management team members becomes too great, as in large urban school 
districts, the divisional model management team may be utilized. The 
108 
superintendent may only meet with representative sub-units, never actually 
participating with the management team as a whole . 
• The various sub-units were linked together for communications 
purposes by link-pin administrators. 
Regardless of the model used, certain administrators were 
responsible to insure that representation of other administrators and 
communication with all administrators was guaranteed. In Lincoln County 
School District, the directors provided this function between the 
superintendent and the principals. The area coordinator principals were 
also responsible to represent the other principals in their areas and to 
communicate with them. The same was true for the llnk-pin relationship of 
the directors of elementary and secondary education in lake Oswego School 
District. In the Eagle Point School District, the superintendent served as 
the link-pin between all the sub-units and the management team. 
The following characteristics, which have been illustrated in the case 
studies, were apparent at management team and sub-unit meetings in each 
district and provide an insight into the way successful management teams 
operate: 
• The opportunity for socialization among administrators occurred at 
each meeting. 
• Input and responses were sought from administrators by the 
superintendent and district level administrators. 
• Uninhibited discussion among all administrators was encouraged, 
and, in fact, took place. 
• Professional growth sessions for administrators were a planned 
part of the management team activities. 
• Sharing of information among administrators took place both 
formally and informally. 
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• Agenda items were contributed at meetings by administrators from 
all segments of the organization. 
• Efforts were made to reach agreement through consensus whenever 
possible. 
These observations alerted the researcher to the need to clarify the 
terms "management team" and "team management: A management team is 
not just one group of administrators who meet regularly to conduct the 
business of the school system. Rather, a variety of groups of 
administrators engage, on an on-going basis, in the process of team 
management of the school system. Management teams in districts with only 
a few administrators may meet as a single unit, but it is still the process 
of input and participation described above which makes a group a 
"management team." Observations of this process lead the researcher to 
favor the term "cooperative leadership" to describe the process taking place 
1n school systems with successful management teams. Administrators are 
actively involved in more than participatory management; successful 
management teams are immersed 1n the process of "cooperative leadership." 
proposition 4. Successful Management Teams Involve Administrators in 
Developing, Recommending, Implementing. and Monitoring School District 
policies and Administrative Regylations 
The role of management team members in various aspects of the 
pollcy and regulation processes is considered to be an important element of 
team management. The evidence from the study of the three successful 
management teams clearly indicates that administrators take an active role 
1n these processes, and feel1t 1s essential for them to do so. Based upon 
the Management Team Survey results and interviews, the researcher 
concludes: 
• Management team members make pollcy and regulation 
recommendat ions. 
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• The management team is asked for input or reaction to policies and 
regulations prior to being presented to the school board. 
• The Quality of the poHcies and regulations is improved through 
management team input. 
• The superintendent is receptive to input from the management team 
concerning the impact of policies and regulations on the operation of the 
schools. 
• Management team members do not necessarily develop policies and 
regulations; this is usually done at the district office level. 
• Management team members support policies and regulations which 
they helped to establish. 
• Management team members implement policies and regulatlons. 
• Management team members monitor policies and regulations. 
proposition 5. Successful Management Teams Have in Common Certain 
Characteristics or Elements Which Are Essential to the Management Teams 
Being ·Successfur 
There are many characteristics or elements which contribute to the 
success of management teams. Some of them are essential to the 
successfulness of the management teams, however. In the cross-case 
analysis in Chapter IV, the results of the Management Team Surveys from 
the three successful management teams were compared. Forty-four 
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characteristics or elements were identified as being essential to the 
success of management teams. This researcher sorted the forty-four items 
into five categories (concepts) which represent a synthesis of the content 
of those items. The presence of these five concepts in management teams 
appears to be essential to their successfulness. The degree to which they 
need to be present remains undetermined, but administrators from the three 
successful management teams concur, overwhelmingly, that the elements, 
from which the five concepts are derived, are essential to their management 
teams being successful. 
• Successful management teams establish and support common goals 
and direction for the school system. 
The respondents Lo the Management Team Survey indicated that 
development of centralized goals and direction for the school district, and 
decentralized autonomy for team members is an important function of the 
management team. Doing so allows the management team members to ga1n 
and share a perspective of the school system as a whole and makes them 
feel1ike a more important part of the enterprise for which they work. By 
contributing to the shared values, purpose, and direction of the school 
district through team management, a greater sense of community is created. 
When this 1s accomplished, the superintendent feels tied to the success of 
the management team, and the management team members feel tied to the 
success of the superintendent. 
• Successful management teams involve all team members in shared 
decision-making. 
112 
Surveyed team members indicated that when administrators 
participate as part of a management team in decisions that affect their 
·work, they feel more supportlve and accountable for the decisions that are 
made. Management team members should be involved in decision-making and 
problem-solving in program evaluatlons, employee matters, the policy and 
administrative regulation processes, and any other activities that affect 
their realms of responsibility . 
• Successful management teams foster teamwork and team spirit. 
Results of the Management Team Survey affirm that through 
collaborat10n with other administrators on the management team, a sense of 
team belonging is developed. Team management fosters success and job 
satisfaction. The special strengths of team members should be utilized for 
the benefit of the whole team, contributing to better morale and motivation. 
When these things occur, the level of trust and security is improved among 
all the members of the management team . 
• Successful management teams involve all team members in the 
policy and administrative regulation actlvltles of the school system. 
According to the survey results, team members should be allowed 
input into the development of district policies and administrative 
regulations, especially in communicating their impact to the 
superintendent, and they should be strongly involved in recommending, 
implementing and monitoring them. The actual development of policies and 
regulations may occur at the district office level, however. Participation in 
these processes can affect the Quality of the pOlicies and regulations by 
taking into account the knowledge and experience of those who must apply 
them. When team members are involved in the poHcy and regulation 
processes, they tend to be more supportive of the outcomes . 
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• Successful management teams are designed, organized, and operated 
in response to the unique requirements of the organization. 
Management team members responding to the survey said that the 
purpose of any successful management team should be clearly defined. The 
team's authority should be acknowledged and specified by the 
superintendent and the roles and responsibillties of management team 
members should be clearly identified. Definite rules and procedures need to 
be followed by the management team. It is important for the management 
team to have a clearly understood, stable organizational structure, with all 
sub-units well represented and Hnked together. Doing so w111 improve 
communications, if openess and accuracy are sought, and an effective 
system of communications exists between and among all levels of 
administrators and the school board. In order to accomplish these 
objectives, sufficient time must be allowed for management team 
activities. 
The degree and extent to which these essential concepts exist 
whithin a management team wi11 determine how successful team 
management is in a school system. By synthesizing the responses of the 
three management teams to item 6.0 on the Management Team Survey, the 
researcher identified those characteristics or elements which are most 
important to the success of management teams. These characteristics or 
elements must exist for management teams to be successful. 
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• The management team must participate in the establlshment of 
centralized goals and direction for the district, and must support efforts to 
accomplish them. 
A prime example of this kind of activity was found in the Lake 
Oswego School District where the superintendent had developed a three year 
organizational development plan which involved the management team in 
making the transition from management to leadership. The mutually 
established goal for the schools was to develop and employ participatory 
processes and a school based change model as approaches to improving 
school-wide performance . 
• Management team members must participate in shared decision-
making leading to quality, supported deciSions. 
The Eagle Point School District Management Team members 
particpated in shared decision-making which illustrates this conclusion. At 
a meeting of the Extended Team, which includes all administrators, the 
superintendent asked for input about whether or not to continue to hold 
Personal Renewal Day. The issue was vigorously discussed, with seven of 
the fourteen attending members participating. Consensus was reached even 
without the superintendent who had to leave the meeting early. At the 
Regular Team Meeting, when Personal Renewal Day was an agenda item, the 
decision was easily made. The management team members had discussed tt, 
asked for input from their staffs, and decided not to continue the Personal 
Renewal Day . 
• Management team members must have input into problem-solving 
and policy and regulation processes. 
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In Lincoln County School District, the school board was in the process 
of a systematic review of policies. At a Superintendent's Meeting, several 
personnel policies were presented by the Personnel Director for review by 
the other directors. Although this was a sub-unit of the management team, 
the full management team was given an opportunity for input by the 
directors in one of the All Administrator Meetings prior to adoption by the 
schoo 1 board . 
• Management team processes must provide good communications 
among team members and team units. 
In all three successful management teams, link-pin administrators 
assured that communications occured between units. Additionally, each 
individual administrator was asked if he or she had anything to discuss at 
meetings of the whole team and at sub-unit meetings. A free flow of 
dialogue among the team members was always encouraged by the meeting 
leaders . 
• Management team members must develop and demonstrate a high 
level of trust between and among team members. 
"Truse between and among team members was a response that 
appeared on the ltst of most important characteristics or elements from all 
three management teams. Efforts to increase school-based autonomy and 
ask1ng for 1nput into problem-solving situations are examples of the 
demonstration of trust among team members . 
• Management team members must be supportive of each other and the 
team as a whole. 
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At the Regular Team Meeting of the Eagle Point School Dlstrict, a 
professional growth activity for administrators was presented on "peer 
coaching." All tE!am members, including the superintendent, participated in 
the training. Later in the meeting principals gave unsolicited testimonials 
about their experiences with peer coaching since the last training session. 
While this might appear trivial, it demonstrated how comfortable and 
supportive the administrators felt among other management team members . 
• Management team members must foster a sense of shared values, 
team belonging, and collaboration. 
The Lincoln County School District retreat for all administrators is 
illustrative of the kind of opportunities that encourage team members to 
develop shared values and team belonging. Challenging situations, requiring 
collaboration, were presented in a conscious effort by the superintendent to 
provide team building activities. . 
• Management team members must experience shared success for the 
aChievements of the management team. 
The superintendent of Uncoln County School District shared a journal 
article with his directors at a Superintendent's Meeting. The article was 
about the new method of administrative evaluation that was being used in 
their school district. The evaluation procedures and processes had been 
developed by the management team, with the role of the directors being very 
important. The superintendent pOinted out that he had received over 160 
requests for their administrative evaluation document from all across the 
country. The directors were visibly pleased by the sharing of this success. 
The superintendent is also instrumental in whether or not 
management teams are successful. The following characteristics or 
elements appear to the researcher to be very important in providing an 
atmosphere conducive to successful team management practices. 
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• The superintendent must understand the team management concept. 
• The superintendent must be committed to team management 
practices and clearly communicate that to the management team and school 
board; regularly . 
.. The superintendent must establish an organizational framework 
which encourages and supports team management, given the unique needs 
and resources of the school district. 
• The superintendent must model the team management behaviors 
that he/she espouses. 
Two additiional conditions were identified by the researcher that 
appear to be directly related to the success of the management teams in 
each of the three school districts studied. These same two conditions 
appear to be only indirectly related to the traditional concepts of team 
management. Both conditions are more representative of current trends in 
organizational restructuring which originated in the private sector, and are 
now being applied in public school systems. While these two conditions may 
not be critical to the success of management teams, their impact on the 
success of the three management teams studied is too important to 
disregard. 
-The superintendent led the district using tignt-Ioose principles: a 
careful balance between shared, centralized values, goals, and direction for 
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the district; and decentrahzed, autonomous leadership and management at 
the school level. 
-The superintendent had effectively implemented school-based 
management concepts, and Intended to continue to move in that direct ion. 
Recommendat ions 
Appllcat10n of the Conclusions by practlt10ners 
Pract1c1ng administrators must be careful not to over-general1ze the 
conclusions presented in this study. Case studies, such as the three 
successful management teams, are not based upon a sampltng of all slml1ar 
populations. Instead, an tn-depth Investigation of an extstlng phenomenon, 
such as successful management teams, Is conducted within the natural 
context of Its occurence. The results are descriptive; sometimes 
explanatory, answering "how" and "why" Questions. In this study, the 
researcher attempted to strike a careful balance between eVidence and 
1ns1ght In develop1ng the conclus10ns. The usefulness of this study to the 
practicing administrator is in the establishment of a set of descriptive 
guldel1nes for successful management teams, against which team 
management processes and practices can be compared. 
Team management Is a process; not a product or event. It reQu1res 
cooperat1ve leadership on the part of all the management team members. It 
begins with the super1ntendent, whose leadersh1p determ1nes what k1nd of 
env1ronment ex1sts for team management to take place. The conclus1ons of 
th1s study cannot just be 1nstalled In a school system to create a successful 
management team. Superintendents wishing to improve existing 
management teams, or to establish them, should consider the following 
recommendations for developing successful management teams. The 
superintendent should: 
• Understand what team management is, and is not; and how 
successful management teams function. 
• Assess the school board's and administrators' level of 
understanding about team management; and their level of interest in 
applying team management practices. 
• Evaluate his/her own commitment to improving or establishing 
cooperative leadership processes and practices in the school district. 
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Team management cannot be imposed on administrators. They must 
understaild the concept and desire to participate. likewise, the 
superintendent must be committed to having a successful management team. 
The school board should also accept the management team concept as a 
policy of the school district. If these commitments are not present, it is 
questionable whether team management can be carried out successfully. 
• Communicate to the school board and administrators his/her 
decision to develop a successful management team in the school district. 
• Provide information and training for the school board and all 
management team members to increase the level of understanding about 
team management, as well as their level of commitment to having a 
successful management team. 
Both an informed understanding and a commitment on the part of the 
schoo I board and management team members need to be present prior to 
actually taking steps to improve or establish the management team. A 
common basis of knowledge and interest is important if cooperative 
leadership is going to take place in the establishment of processes and 
practices that are conducive to successful team management. 
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• Clarify and modify roles and relationships among management team 
members, taking into consideration their input and recommendations. 
• Modify the organizational structure of the district to better utilize 
existing administrative personnel, if necessary and possible. 
• Develop, in cooperation with the management team, linked sub-
units, representing all segments of administration, which allow for 
systematic input and participation by all administrators. 
• Communicate to the management team what his/her leadership role 
will be as part of the management team; with which sub-units he/she win 
meet in addition to the entire management team. 
Each management team reflects the uniqueness of the school system 
it serves. The organizational structure of the management team will allow 
successful team management to occur if it is developed taking into 
consideration the special organizational needs and resources of the district. 
• Establlsh a management team meeting format and atmosphere which 
encourages the kind of participation described under Proposition 3. 
• Model the cooperative leadership behaviors that he/she feels are 
essential to successful team management. 
Team management begins with the commitment and efforts of the 
superintendent, but only becomes successful when cooperative leadership on 
the part of all management team members occurs. Once the philosophical 
and organizational considerations have been resolved through the leadership 
of the superintendent, then the process conSiderations must be addressed by 
the entire management team. Management team members wishing to 
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improve existing management teams, or establish successful management 
teams should consider the following recommendations. The management 
team should: 
• Develop a management team purpose statement which clearly 
del1neates the roles and responsibilities of its members, and the team as a 
whole. 
• Develop management team tenets or rules and procedures to be 
followed by the management team. 
• Assess the management team's current status in comparison with 
the eight characteristics or elements, listed under Proposition 5 
(p. 113-115), that must exist for management teams to be successful. 
• Develop and implement processes, procedures, and activities which 
improve the management team's performance in these eight areas. 
• Assess the management team's improved status in comparison with 
the complete list of characteristics or elements, using the Management 
Team Profile found in Appendix G. 
• Develop and implement processes, procedures, and activities which 
improve the management team's performance with regard to the forty-four 
items of the Management Team Profile. 
These recommendations rely heavily on the efforts of management 
team members to develop successful management teams, just as the 
cooperative leadership process itself requires a high degree of commitment 
and effort on the part of management team members if it is to be 
successful. Those management teams which carry out these 
recommendations should experience improved team management and the 
eventual development of a "successful" management team. 
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Implications for Research 
This study's contribution to the existing body of knowledge about 
management teams was the identification of characteristics, elements, and 
conditions that are essential to management teams being successful. 
Recommendations for the application of the study's conclusions by 
practicing administrators were suggesed by the researcher. Additional 
studies to determine if the application of the recommendations actually 
develops successful management teams would enhance the body of 
knowledge regarding team management. 
During the process of identifying successful management teams for 
purposes of this study, Oregon's four largest school systems received Httle 
recognition. The researcher is aware of attempts in those districts to 
employ team management techniques. Research describing the current 
status of management teams in those districts might disclose interesting 
similarities or differences, especially when compared with the results of 
this study. The researcher speculates that because of the size of those 
districts, administrators do not have a sense of team belonging found in 
smaller school districts. 
Replication of this study with districts whose management teams 
have not been successful would provide an interesting comparison of the 
characteristics, elements, or conditions that exist. Case study research 
would also offer an understanding of the culture of the organization that 
allows insights into the reasons for it being successful or unsuccessful. 
As a spin-off of this study, it was discovered that those school 
systems identified as having successful management teams also shared two 
organizational commonalities. All three school districts were 
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implementing tight-loose coupling strategies. and were movlng into more 
school-based management practices. Study of these organizational trends 
in public schools might produce interesting. and useful. findings. 
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APPENDIX A 
CONTENT ANAL YSI S OF CHAPTERS I & II: 
POTENTIAL SOURCES OF EVIDENCE 
IN CASE STUDIES 
STUDY QUESTION 1: WHY WAS THE TEAM 
MANAGEMENT CONCEPT IMPLEMENTED? 
Propos1t1on 1: Successful management teams 1mplemented the team 
management concept because it was the preferred method of educational 
leadership which allowed greater participation by administrators, and 
resulted in improved decision making. 
D=Documents 1=lnterviews 
A=Archival records O=Direct observation 
QUESTIONS SOURCE D A 0 
1. 1 Why was a management team p. 2 X X X 
established in the school district? 
1.2 Was the management team pp.2-3, X X X 
established in the school district to 14, 20,28, 
prevent collect1ve bargaining by 29 
administrators? 
1.3 Is there an organized unit for p. 1 X X X 
administrative collective 
bargaining? 
1.4 How are management team pp. 16,21 X X X 
members 1nvolved 1n the collect1ve 
barga1n1ng w1th other bargain1ng 
groups? 
1.5 What was middle management's p. 18 X X X 
role in establishing the manage-
ment team? 
The Superintendent's? 
The Schoo I Board's? 
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QUESTIONS SOURCE D A 0 
1.6 How does team management in pp.4, 14, X X X 
the school district provide for 15, 28, 29, 
participation by administrators 31 
in decisions affecting their work? 
1.7 How do team members describe p.17 X X 
the Qual1ty of dec1s10ns made by 
the management team compared 
to decisions made by individual 
administrators? 
1.8 Do administrators feel more pp. 18,20 X X 
accountable for decisions made by 
the management team? 
More support lve? 
More successful? 
1.9 How does the management team p.16 X X X 
approach allow administrators 
to gain and share a perspective of 
the school system as a whole? 
1.10 How does lnvo lvement as a p. 17 X X X 
management team member 
make the members feell1ke 
a more important part of the 
enterprise for which they work? 
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STUDY QUESTION 2: HOW HAS THE "SUCCESSFUL" 
MANAGEMENT TEAM EVOLVED? 
Proposition 2: Successful management teams have evolved since their 
original implementation, untl1 they presently represent the unique 
management needs and resources of the school system. 
D=Documents 1=lntervfews 
A=Archival records O=Direct observation 
QUESTIONS SOURCE D A 0 
2.1 How long has a management p. 1 X X X 
team existed in the school distrfct? 
2.2 How successful has the manage- p. 10 X X 
ment team been? 
2.3 When was the management team p.l X X X 
last modified? 
2.4 How was it modified? p.l X X X 
2.5 Was there resistance to the p.31 X X 
modiflcat fons? 
2.6 How is the management team p. 10 X X 
working now? 
2.7 Is there currently resistance p.31 X X 
to the modlftcat10ns? 
2.8 What future modifications or p. 11 X 
evolution is forseen? 
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STUDY QUESTION 3: HOW IS THE "SUCCESSFUL" 
MANAGEMENT TEAM ORGANIZED? 
Proposition 3: Successful management teams are made up of a group of 
school district administrators consisting of the superintendent and (or 
representatives of) central staff, principals, and ancillary personnel having 
supervIsory posItIons; and are structured to allow the maxImum, eff1clent 
Input and particIpation by that group. 
D=Documents 1=lnterviews 
A=Archival records O=Direct observation 
QUESTIONS SOURCE D A 0 
3.1 How Is the management team pp. 3, 23, X X X 
structured? 24,25,27 
3.2 How are the various sub-units PP. 4, 23, X X X 
represented on the management 24,25, 
team? 27,30 
3.3 What are the names of the pp. 3, 4, 23, X X X 
management team components? 24,25,27 
3.4 How are the various manage- pp. 3, 4, 23, X X X 
ment team units linked together? 24,25,27 
3.5 Who is on the management pp. 5, 6, 2\, X X X 
team? Who is not? 23,25,27 
3.6 How Is the purpose of the pp. 5, 6, 7, X X X 
management team defined? 14, 15,30, 
32 
3.7 How is the authority of the pp. 5, 6, 7, 
management team acknowledged 21, 31 
and specified by: 
the School Board? X X X 
the SuperIntendent? X X X 
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QUESTIONS SOURCE 0 A 0 
3.8 How stable is the management pp. 20, 21, X X X 
team? 30 
3.9 How are the roles and responsi- pp. 3, 30 X X X 
bilities of management team 
members def1ned? 
3.10 What is the purpose of the pp. 5, 27, X X X 
management team? 30 
Is it clearly defined? 
3.11 How is the team protected and pp.7, 18, X X X 
rewarded regarding its decisions 19 
and recommendations? 
3.12 How are the special strengths p.16 X X X 
of team members ut1ltzed? 
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STUDY QUESTION 4: HOW DOES THE "SUCCESSFUL" 
MANAGEMENT TEAM OPERATE? 
Proposition 3: Successful management teams are made up of a group of 
school district administrators consisting of the superintendent and (or 
representatives of) central staff, principals, and ancillary personnel having 
supervisory positions; and are structured to allow the maximum, efficient 
1nput and part1c1patlon by that group. 
D=Documents 1=lnterview5 
A=Archival records O=Direct observation 
QUESTIONS SOURCE 0 A 0 
4.1 How is the management team pp. 3, 5, 7, X X X 
led? 18,28,31 
4.2 When do management team pp. 3, 20, X X X 
activities take place? 21,31 
4.3 How is sufficient time for pp.3, 18, X X X 
management team activities 20,21,30 
provided? 
4.4 What rules, procedures does pp. 3, 22 X X X 
the management team follow? 
4.5 What activities and issues are pp. 3, 7, X X X 
handled by the management team? 10, 17 
4.6 How are management team pp. 3, 4, X X X 
members 1nvolved 1n dec1s1on 10, 14, 15, 
making? 16, 17,26, 
27, 29, 30, 
31 
4.7 For what is the management pp.6, 16 X X X 
team held accountable? 17 
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QUESTIONS SOURCE 0 A 0 
4.8 How are management team pp.7, 10 X X X X 
members involved in district 
program evaluation? 
4.9 What is the Superintendent's pp. 16,26 X X X 
role on the management team? 
4. t 0 Do management team memb!rs p.21 X X X X 
have adequate Input In employment, 
promotion, and dismissal decisions 
of school district employes? 
4.11 How does team management pp.7, 17 X X 
contribute to morale? Motivation? 
Co 11 aborat Ion? 
4. 12 I s there a greater sense of p. 19 X X 
community as a result of team 
management? 
How? 
Why? 
4.13 How Is the level of trust and pp. 20,22, X X 
security improved through team 27 
management? 
4.14 How tied to the success of the p. 21 X X 
Superintendent do management 
team members feel? Vice versa? 
4. 15 Does the Schoo 1 Board support p.21 X X X 
and appreciate the management 
team? Vice versa? 
4. t 6 How does team management pp. 23, 28, X X 
contribute to shared values, purpose, 31 
direction? Team belonging? 
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QUESTIONS SOURCE D A 0 
4. 17 How does team management pp. 16,20 X X 
improve communications? Quality 
of information? 
4.18 Does an effective communi- p.21 X )( X 
cat10ns system ex1st between and 
among all levels of administrators. 
and the School Board? 
4.19 How are interpersonal rela- p.31 X X 
tions problems and conflicts 
resolved? 
4.20 How are open and accurate p.S X X X 
commun1catlons provided for? 
4.21 How formal/informal is the p. 11 X X 
culture of the management team? 
4.22 How does the management pp. 17, 19 X X 
team foster success? 
Job sat1sfact10n? 
4.23 How does team management pp. 22, 23, X X X 
develop centralized goals and 27,28.29, 
directio,n for the school district? 30 
Decentralized autonomy for team 
members? 
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STUDY QUESTION 5: HOW ARE TEAM MEMBERS OF "SUCCESSFUL" MANAGEMENT 
TEAMS INVOLVED IN DEVELOPING, RECOMMENDING, IMPLEMENTING, AND 
MONITORING SCHOOL DISTRICT POLICIES AND 
ADMINISTRATIVE REGULATIONS? 
Propos1tion 4: Successful management teams involve administrators in 
developing, recommending, implementing, and monitoring school district 
poltctes and admtntstrative regulattons. 
D=Documents 1=lnterviews 
A=Archival records O=Direct observation 
QUESTIONS SOURCE D A 0 
5.1 Do the responsibilities of the pp. 6, 9, X X X X 
management team Include 10, 13, 
pol1cy and regulatIon develop- 19,26 
ment? 
5.2 How are management team pp.7, 10, 
members involved in: 19,22,26 
a) developing X X X 
b) recommending X X X X 
c) ImplementIng X X 
d) monitoring X X X 
poliCies and administrative 
regulations 
5.3 How does the management team pp.20,26 X X 
affect the quality of policies and 
regulations? 
5.4 Do management team members p.27 X X 
support team developed policies 
and plans? 
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QUESTIONS SOURCE 0 A 0 
5.5 How is the impact of policy pp. 8, 9, X X X X 
recommendations communicated 21 
by the management team to the 
school board? 
5.6 How are 1mpact statements pp. 8, 9 X X X X 
used by the Superintendent? 
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STUDY QUESTION 6: WHAT ARE THE MOST IMPORTANT CHARACTERISTICS OR 
ELEMENTS FOUND AS PART OF MANAGEMENT TEAMS WHICH ARE ESSENTIAL 
TO THE MANAGEMENT TEAMS BEING "SUCCESSFUL"? 
Propositions 1,2,3,4 & 5: Common characteristics or elements exist 
among "successful" management teams which are essential to their being 
successful. 
D=Documents 
A=Archival records 
QUESTIONS SOURCE 
6.0 What are the most important pp.33, 
characteristics or elements found 35,42 
as part of management teams 
wh1ch are essent1al to the 
management teams being 
"successful"? 
1=lnterviews 
O=Direct observation 
D A o 
x x x x 
APPENDIX B 
MANAGEMENT TEAM SURVEY FORM 
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APPENDIX B 
MANAGEMENT TEAM SURVEY FORM 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acterist1cs or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful. " 
1.3 There is an organized unit for 0 0 
administrative collective 
bargaining. 
1.4 Management team members 0 0 
are 1nvolved 1n the collect1ve 
barga1n1ng w1th other bargain1ng 
groups. (te., teachers, classified) 
1.6 Team management 1n 0 0 
the school district provides for 
participation by administrators 
in decisions affecting their work. 
1.7 Team members descr1be 0 0 
the quality of decisions made by 
the management team compared 
to decisions made by individual 
administrators as being improved. 
t.8 Administrators feel more 0 0 
accountable for dec1s1ons made by 
the management team. 
More supportive. 0 0 
More successful. 0 0 
1.9 The management team 0 0 
approach allows administrators 
to gain and share a perspect ive of 
the school system as a whole. 
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A rev1ew of related l1terature Wh1ch of these Wh1ch of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful: 
1.10 Involvement as a 0 0 
management team member 
makes the members feel11ke 
a more important part of the 
enterprise for which they work. 
3.1 The management team has a 0 0 
clearly understood structure. 
3.2 All sub-units are well 0 0 
represented on the management 
team. 
3.4 The various management 0 0 
team units are linked together. 
3.6 The purpose of the 0 0 
management team 1s clearly deft ned. 
3.7 The authority of the 
management team is acknowledged 
and specified by: 
the School Board. 0 0 
the Superintendent. 0 0 
3.8 The management team 1s 0 0 
stable. 
3.9 The roles and respons1- 0 0 
btlities of management team 
members are clearly defined. 
3.11 The team is protected and 0 0 
rewarded regarding its decisions 
and recommendations. 
142 
A review of related literature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acter1stics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? "successful: 
3.12 The special strengths 0 0 
of team members are utl1ized. 
4.3 Sufflctent time for 0 0 
management team activities 
is provided. 
4.4 Definite rules and procedures 0 0 
are followed by the management team. 
4.6 Management team members 0 0 
are involved 1n decision making. 
4.8 Management team members 0 0 
are involved in district 
program eva 1 uat ion. 
4.10 Management team members 0 0 
have adequate tnput In employment. 
promotion, and dismissal decisions 
of school district employes. 
4.11 Team management 0 0 
contributes to better morale. 
Motivation. 0 0 
Co 11 aborat Ion. 0 0 
4. 12 There is a greater sense of 0 0 
community as a result of team 
management. 
4.13 The level of trust and 0 0 
security is improved through team 
management. 
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A review of related l1terature Which of these Which of these are 
identifies the following char- are found as part essential to your 
actertsttcs or elements as betng of your district's district's manage-
found in management teams. management ment team being 
team? "successfu 1." 
4.14 Management team members 0 0 
feel tfed to the success of the 
Superintendent. 
Vice versa. 0 0 
4. 15 The School Board supports 0 0 
and appreciates the management 
team. 
Vice versa. 0 0 
4.16 Team management 0 0 
contributes to shared values, purpose, 
direction. 
Team belonging. 0 0 
4.17 Team management 0 0 
improves communications. 
Qual1tyof Information. 0 0 
4.18 An effective communi- 0 0 
cations system exists between and 
among all1evels of administrators, 
and the School Board. 
4.19 Interpersonal relations 0 0 
problems and conflicts are 
reso lved better through team 
management. 
4.20 Open and accurate 0 0 
communications is provided for. 
4.22 The management 0 0 
team fosters success. 
Job satisfaction. 0 0 
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A review of related l1terature Which of these Which of these are 
identifies the following char- are found as part essential to your 
acteristics or elements as being of your district's district's manage-
found in management teams. management ment team being 
team? Hsuccessfu1." 
4.23 Team management 0 0 
develops central1zed goals and 
direction for the school district, and 
decentralized autonomy for team 
members. 
5.1 The responsibi lit ies of the 0 0 
management team include 
policy and regulation develop-
ment. 
5.2 Management team members 
are invo Ned in: 
a) developing 0 0 
b) recommending 0 0 
c) implementing 0 0 
d) monitoring 0 0 
policfes and admfnfstrative 
regu 1 at tons. 
5.3 The management team 0 0 
affects the quality of policies and 
regulations. 
5.4 Management team members 0 0 
support team developed pol1cles 
and plans. 
5.5 The Impact of pol1cy 0 0 
recommendations is communicated 
by the management team to the 
Schoo 1 Board. 
The Superintendent. 0 0 
A review of related l1terature 
identifies the following char-
acteristics or elements as being 
found In management teams. 
Wh1ch of these 
are found as part 
of your district's 
management 
team? 
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Wh1ch of these are 
essential to your 
district's manage-
ment team being 
"successful." 
6.0 List the ten most important characteristics or elements found as part 
of your management team which are essent1al to your district's management 
team being ·successful." 
1. _________ _ 
2. _________ _ 
3. _________ _ 
4. _________ _ 
5. _________ _ 
6. _________ _ 
7. _________ _ 
8. ______________ _ 
9. ____________ _ 
10. ____________ _ 
comments: 
Y N 
NAME SCHOOL 01 ST. SITE POSITION TEAM MBR. 
APPENDIX C 
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APPENDIX C 
MANAGEMENT TEAM INTERVIEW FORM 
Study Question 1: Why was the management team concept implemented in 
your school district? 
1. 1 Why was a management team 
established in the school district? 
1.2 Was the management team 
establ1shed 1n the school district to 
prevent collective barga1nlng by 
administrators? 
1.5 What was middle management's 
role In establishing the manage-
ment team? 
The Superintendent's? 
The School Board's? 
NAME SCHOOL DIST. 
V N 
SITE POSITION TEAM MBR. 
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Study Question 2: How has your "successful" management team evolved? 
2.1 How long has a management 
team existed in the school district? 
2.2 How successful has the manage-
ment team been? 
2.3 When was the management team 
last modified? 
2.4 How was It modified? 
2.5 Was there resistance to the 
modifications? 
2.6 How 1s the management team 
working now? 
2.7 Is there currently resistance 
to the modifications? 
2.8 What future modifications or 
evolut10n 1s forseen? 
NAME SCHOOL OIST. 
Y N 
SITE POSITION TEAM MBR. 
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StUdy Question 3: How 1s your "successful" management team organized? 
3.1 How is the management team 
structured? 
3.5 Who is on the management 
team? Who 1S not? 
NAME SCHOOL OIST. 
Y N 
SITE POSIT ION TEAM MBR. 
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Study Quest10n 4: How does your "successful" management team operate? 
4.1 How is the management team 
led? . 
4.2 When do management team 
act1v1t1es take place? 
4.5 What activities and issues are 
handled by the management team? 
4.7 For what 1s the management 
team held accountable? 
4.9 What is the Superintendent's 
role on the management team? 
4.21 How formal/tnformal1s the 
culture of the management team? 
NAME SCHOOL OIST. 
Y N 
SITE POSITION TEAM MBR. 
151 
StUdy Quest10n 5: How are team members of your "successful" management 
team 1nvolved in developing, recommending, implementing, and monitoring 
school district policies and administrat1ve regulat10ns? 
5.2 a) Developing? 
5.2 b) Recommending? 
5.2 c) Implementing? 
5.2 d) Monitoring? 
5.6 How are impact statements 
used by the Superintendent? 
NAME SCHOOL 01 ST. 
Y N 
SITE POSITION TEAM MBR. 
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APPENDIX 0 
MANAGEMENT TEAM DOCUMENT AND ARCHI V AL RECORDS FORM 
Notes from, and references to, documents (D) and archival records (A) 
related to the "successful" management team are collected on this form. 
The Information should be clearly identified and summarized; or attached. 
APPENDIX E 
MANAGEMENT TEAM OBSERVATION FORM 
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APPENDIX E 
MANAGEMENT TEAM OBSERVATION FORM 
Notes from observations of the activities of the Hsuccessful" management 
team are collected on this form. Ttme, place, setting, and partiCipants 
should be indicated along with a record of the events taking place. 
APPENDIX F 
MANAGEMENT TEAM SURVEY: 
NUMBER AND PERCENT OF RESPONSES 
BY SCHOOL DISTRICT 
A review of related literature 
identifies the following char-
acteristics or elements as being 
found in management teams. 
N - number of respondents 
S - superintendent 
M - management team 
T - total (S + M) 
" - percent of respondents (T IN) 
1.3 There Is an organIzed unit for 
administrative collective 
bargaining, 
1.4 Management team members 
are Involved In the collective 
bargaining with other bargaining 
groups. (f.e., teachers, classified) 
1.6 Team management in 
the school district provides for 
participation by administrators 
in decisions affecting their work. 
N- 15 
EPSD 
S M T " 
APPENDIX F 
MANAGEMENT TEAM SURVEY: 
NUMBER AND PERCENT OF RESPONSES 
BY SCHOOL DISTRICT 
Which of these 
are found as part 
of your district's 
management 
team? 
N- 27 N - 12 
LCSD LOSD 
S M T " S M T " 
6 6 40 1 18 19 70 10 11 92 
1 12 13 87 1 6 7 26 8 8 67 
1 13 14 93 1 25 26 96 1 1 1 12 100 
Which of these are 
essential to your 
district's manage-
ment team being 
"successful. " 
N - 15 N- 27 N - 12 
EPSD LCSD LOSD 
S M T fC S M T ~ S M T fC 
4 4 27 19 19 70 2 2 17 
8 8 53 9 9 33 6 6 50 
1 12 13 87 1 25 26 96 1 11 12 100 
~ 
----------------------------------------------------------------------------------------------------------------~ ~
A review of related literature 
identifies the following char-
acteristics or elements as being 
found in management teams. 
N • number of respondents 
S • superintendent 
M - management team 
T· total (S + M) 
" • percent of respondents (TIN) 
1.7 Team members describe 
the quality of decisions made by 
the management team compared 
to decisions made by individual 
administrators 8S being improved. 
1.8 Administrators feel more 
accountable for deciSions made 
by the management team. 
More supportive. 
More successful. 
1.9 The management team 
approach allows administrators 
to gain and share 8 perspective of 
the school system 8S a whole. 
APPENDIX F (CONTINUED) 
Which of these 
are found as part 
of your district's 
management 
team? 
N· 15 N· 27 N· 12 
EPSD LCSD LOSD 
S M T " S M T " S M T " 
1 8 9 60 1 19 20 74 1 7 8 67 
13 13 87 1 24 25 93 1 8 9 75 
12 13 87 1 24 25 93 1 8 9 75 
10 10 67 1 20 21 78 1 8 9 75 
13 14 93 1 23 24 89 1 9 10 83 
Which of these are 
essential to your 
dl~trict.·s manage-
ment team being 
·successful .• 
N - 15 N· 27 N - 12 
EPSD LCSD LOSD 
S M T" S M T" S M T " 
1 6 7 47 1 23 24 89 
12 12 80 1 23 24 89 
7 8 53 1 26 27 100 
7 7 47 1 22 23 85 
13 14 93 1 24 25 93 
6 6 50 
8 8 67 
8 9 75 
7 8 67 
8 9 75 
..... 
\.1\ 
ex> 
A review of releted literature 
IdenUfles the following char-
acteristics or elements as being 
found In management teams, 
N - number of respondents 
S - superintendent 
M - management team 
T - total (5 + M) 
JI - percent of respondents (TIN) 
1 ,10 Involvement as a 
management team member 
makes the members feel like 
a more important part of the 
enterprise for which they work, 
3.1 The management team has a 
clearly understood structure, 
3.2 All sub-units are well 
represented on the management 
team. 
3.4 The various management 
team units are linked together, 
3,6 The purpose of the 
management team Is clearly 
defined, 
N" 15 
EPSD 
S M T JI 
1 13 14 93 
9 10 67 
8 9 60 
12 13 67 
8 9 60 
APPENDIX F (CONlINLIED) 
Which of these 
are found as part 
of your district's 
management 
team? 
N- 27 N· 12 
LCSD LOSD 
5 M T " 5 M T " 
1 20 21 76 1 8 9 75 
20 21 76 7 6 67 
17 18 67 10 11 92 
15 16 59 10 11 92 
15 16 59 6 9 75 
Which of these are 
essential to your 
district's manage-
ment team being 
·successful,· 
N -15 N - 27 N - 12 
EPSD LCSD lOSD 
5 M T" S M T JI S M T JI 
1 12 13 67 1 24 25 93 1 9 10 63 
9 9 60 22 23 65 10 11 92 
9 9 60 1 20 21 78 10 11 92 
.. 
10 10 67 21 22 81 9 9 75 
1 10 11 73 20 21 78 6 9 75 
... 
\.1\ 
~ 
A review of related literature 
Identifies the following char-
acteristics or elements 8S being 
found In management teams, 
H - number of respondents 
S - superintendent. 
M - management. team 
T - total (S + M) 
. ~ - percent of respondents (TIN) 
3.7 The authority of the 
management team Is 
acknowledged and specified by: 
the School Board. 
the Superintendent. 
3.8 The management team Is 
stable. 
3.9 The roles and responsi-
bilities of management team 
members are clearly defined. 
3. 11 The team Is protected and 
rewarded regarding Its decisions 
and recommendations. 
3. 12 The special strengths 
of team members are utfllzed, 
N - 15 
EPSD 
S M T ~ 
1 13 14 93 
1 13 14 93 
11 12 80 
8 9 60 
APPENDIX F (CONTINUED) 
Which of these 
are found 8S part. 
of your distrlct.'s 
management. 
team? 
H - 27 H - 12 
LCSD LOSD 
S M T ~ S M T " 
12 13 48 
25 26 96 
17 18 67 
13 14 52 
4 5 42 
10 11 92 
7 8 67 
7 8 67 
1 6 7 47 1 16 17 63 5 5 42 
9 9 60 1 20 21 78 1 6 7 58 
Which of these are 
essential to your 
district's manage-
ment team being 
·successful. • 
N - 15 H- 27 H" 12 
EPSD LCSD LOSD 
S M T " S M T ~ S M T " 
11 12 80 
11 12 80 
7 8 53 
16 17 63 
26 27100 
22 23 85 
6 6 40 1 21 22 81 
6 6 40 1 22 23 85 
4 5 42 
9 10 83 
7 8 67 
8 9 75 
7 7 58 
9 9 60 1 24 25 93 1 9 10 83 
~ 
'" o 
A review of related literature 
Identifies the following char-
acteristics or elements as being 
found in management teams, 
N • number of respondents 
S .. superintendent 
M • management team 
T • total (S + M) 
" - percent of respondents (TIN) 
4,3 Sufficient time for 
management team activities 
Is provided, 
4.4 Definite rules and procedures 
are followed by the management 
team, 
4.6 Management team members 
are involved In decision making. 
4.8 I"lanagement team members 
are involved in district 
program evaluation. 
4.10 Management team members 
have adequate Input In employment. 
promotion. and dismissal decisions 
of school district emploves. 
APPENDIX F (CONTINUED) 
Which of these 
are found as part 
of your district's 
management 
team? 
N- 15 N- 21 N· 12 
EPSD LCSD LOSD 
S M T " S M T " S M T " 
11 11 13 15 16 59 2 2 11 
4 4 21 1 10 11 41 5 6 50 
14 15 100 1 21 22 81 1 1 0 11 92 
11 12 80 1 12 13 46 1 11 12 100 
1 10 11 13 1 21 22 81 1 10 11 92 
Which of these are 
essential to your 
district's manage-
ment team being 
~successful, ~ 
N - 15 N - 21 N D 12 
EPSD LCSD LOSD 
S M T" S M T" S M T " 
1 10 11 13 1 20 21 18 8 8 61 
5 5 33 1 11 18 61 8 8 61 
12 12 80 26 26 96 1 11 12 100 
9 10 61 1 15 16 59 1 11 12 100 
1 5 6 40 1 21 22 81 1 10 11 92 
~ 
'" ..... 
A review of related literature 
identifies the following char-
acteristics or elements as being 
found in management teams. 
N • number of respondents 
S • superintendent 
M • management team 
T • total (S + M) 
" • percent of respondents (TIN) 
4.11 Team management 
contributes to better morale. 
Motivation. 
Collaboration. 
4.12 There is a greater sense of 
community as a result of team 
management. 
4.13 The level of trust and 
security is improved through team 
management. 
4. 14 Management team members 
feel tied to the success of the 
Superintendent. 
Vice versa. 
.APPENDIX F (CONTINUED) 
Whi ch of these 
are found as part 
of 'y'our district·s 
management 
team? 
N- 15 M· 27 N· 12 
EPSD LCSD LOSD 
S M T " S M T " S M T " 
13 14 93 :20 21 78 10 II 92 
11 12 80 21 22 81 1 10 11 92 
10 11 73 22 23 85 1 10 11 92 
12 13 87 20 21 78 9 10 83 
1 12 13 87 1 17 18 67 1 9 10 83 
12 13 87 23 24 89 9 10 83 
7 8 60 19 19 70 6 7 67 
Which of these are 
essential to your 
district's manage-
ment team being 
·successful, • 
N· 15 N- 27 N· 12 
EPSD LCSD LOSD 
S M T " S M T " S M T " 
12 12 80 26 27100 10 II 92 
9 9 60 1 23 24 89 1 11 12 100 
9 9 60 I 25 26 96 1 11 12 100 
11 12 80 1 24 25 93 10 11 92 
I 11 12 80 1 26 27 100 1 10 II 92 
8 9 60 1 23 24 89 8 9 75 
5 6 40 20 20 74 7 8 67 
4.15 The School Board supports 13 14 93 15 16 59 4 5 42 11 12 80 23 24 89 7 8 67 
and appreciates the management 
team. Yjceversa. 12 13 87 12 13 4ft 4 5 42 10 r 1 73 18 19 70 7 7 58 .... 
0\ 
l\) 
A review of related literature 
identifies the following char-
acteristics or elements as being 
found In management teams. 
N - number of respondents 
S - superintendent 
M - management team 
T - total (S + M) 
~ - percent of respondents (TIN) 
4.16 Team management 
contributes to shared values, 
purpose, direction, 
Team belonging. 
4.17 Team management 
improves communications. 
Quality of information. 
4.18 An effective communi-
cations system exists between 
and among all levels of 
administrators, and the School 
Board. 
4.19 Interpersonal relations 
problems and conflicts are 
resolved better through team 
management. 
4.20 Open and accurate 
communications is provided for. 
N- 15 
EPSD 
5 M T ft 
10 11 73 
11 12 80 
13 14 93 
8 9 60 
4 5 33 
6 6 40 
1 6 7 47 
APPENDIX F (CONTINUED) 
Which of these 
are found as part 
of your district's 
management 
team? 
N- 27 N - 12 
LCSD LOSD 
5 M T ft 5 M T ft 
17 18 67 10 11 92 
1 19 20 74 8 9 75 
1 20 21 78 11 12 100 
13 13 48 9 9 75 
14 15 56 6 7 58 
1 15 16 59 5 5 42 
1 20 21 78 1 10 11 92 
Which of these are 
essential to your 
district's manage-
ment team being 
"successful ... 
N· 15 N- 27 N - 12 
EPSD LCSD lOSD 
5 M T ft S M T ft S M T ft 
8 9 60 1 21 22 81 11 12100 
1 10 11 73 1 23 24 89 9 10 83 
1 9 10 67 20 21 78 11 12100 
6 7 47 13 13 48 8 8 67 
6 7 47 1 21 22 81 8 9 75 
4 4 27 1 18 19 70 7 7 58 
8 9 60 1 24 25 93 1 10 11 92 
..... 
0\ 
'-" 
A review of related literature 
identifies the fonowing char-
acteristics or elements as being 
found in management teams, 
N • number of respondents 
S • superintendent 
M • management team 
T· total (S + M) 
" • percent of respondents (TIN) 
4.22 The management 
team fosters success. 
Job satisfaction. 
4.23 Team management 
develops centralized goals and 
direction for the school district. 
and decentralized autonomy for 
team members. 
5. 1 The responsibilities of the 
management team include 
policy and regulation development. 
5.2 Management team members 
are involved In: 
a) developing 
b) recommending 
c) implementing 
d) monitoring 
Dolicies andr-aaulations 
APPENDIX F (CONTINUED) 
Which of these 
are foood as part 
of your district's 
management 
team? 
N - 15 N- 27 N - 12 
EPSD LCSD LOSO 
S M T " S M T ~ S M T ~ 
10 11 73 22 23 85 1 10 11 92 
10 11 73 18 19 70 9 10 83 
10 11 73 23 24 89 11 12 100 
5 5 33 1 20 21 78 1 9 10 83 
1 8 9 60 1 23 24 89 1 10 11 92 
1 11 12 80 1 24 25 93 1 11 12 100 
1 12 13 87 1 25 26 96 1 11 12 100 
11 11 73 1 22 23 85 11112100 
Which of these are 
essential to your 
district's manage-
ment team being 
"successful, • 
N - 15 N- 27 N - 12 
EPSD LCSD LOSD 
S M T ~ S M T ~ S M T ~ 
11 12 80 22 23 85 10 10 83 
7 7 47 22 23 85 11 11 92 
1. 9 10 67 1 24 25 93 11 12 100 
4 4 27 1 23 24 89 9 10 83 
7 7 47 1 22 23 85 8 9 75 
10 10 67 1 24 25 93 10 10 83 
11 11 73 1 23 24 89 1 9 10 83 
10 10 67 1 23 24 89 9 9 75 
..... 
0-
~ 
A review of related literature 
Identifies the following char-
acteristics or elements as being 
found In management teams, 
N • number of respondents 
S • superintendent 
M • management team 
T - total (S + M) 
" - percent of respondents (TIN) 
5,3 The management team 
affects the quality of poliCies 
and regulations, 
5.4 Management team members 
support team developed policies 
and plans. 
5.5 The Impact of policy 
recommendaUons Is communicated 
by the management team to the 
School Board. 
The Superintendent. 
APPENDIX F (CONTINUED) 
Which of these 
are found as part 
of your district's 
management 
team? 
N- 15 N- 27 N· 12 
EPSD LCSD LOSD 
S M T " S M T " S M T " 
12 13 87 1 19 20 74 1 10 11 92 
1 10 11 73 1 24 25 93 1 9 10 83 
8 8 53 1 17 18 67 5 5 42 
1 10 11 73 21 21 78 1 8 9 75 
Which of these are 
essential to your 
district's manage-
ment team being 
"successful, " 
N· 15 N-27 N" 12 
EPSD LCSD LOSD 
S H T " S M T " S H T " 
6 7 47 19 20 74 8 9 75 
1 10 11 73 1 23 24 89 1 9 10 83 
6 6 40 1 19 20 74 7 7 58 
5 5 33 23 23 85 1 8 9 75 
.... 
~ 
V\ 
APPENDIX G 
MANAGEMENT TEAM PROF ILE 
APPENDIX G 
MANAGEMENT TEAM PROFILE 
167 
A review of related literature Indicate the extent to which 
identifies the following char- these may be found as part 
acterlsttcs or elements as being of your district's management team. 
found 1n management teams. 
A = ALWAYS U = USUALLY S = SOMETIMES R = RARELY N = NEVER 
A U 5 R N 
1. Team management in 0 0 0 0 0 
the school district provides for 
participation by administrators 
1n decisions affecting their work. 
2. Administrators feel more 0 0 0 0 0 
accountable for decisions made by 
the management team. 
3. More supportive. 0 0 0 0 0 
4. More successful. 0 0 0 0 0 
5. The management team 0 0 0 0 0 
approach allows admtntstrators 
to gain and share a perspective of 
the school system as a whole. 
6. Involvement as a 0 0 0 0 0 
management team member 
makes the members feelltke 
a more important part of the 
enterprise for which they work. 
7. The management team has a 0 0 0 0 0 
clearly understood structure. 
S. All sub-units are well 0 0 0 0 0 
represented on the management 
team. 
168 
A review of related l1terature Indicate the extent to which 
1dentifies the following char- these may be found as part 
acteristics or elements as being of your district's management team. 
found in management teams. 
A = ALWAYS U = USUALLY S = SOMETIMES R = RARELY N = NEVER 
A U S R N 
9. The various management 0 0 0 0 0 
team units are linked together. 
10. The purpose of the 0 0 0 0 0 
management team is clearly defined. 
11. The authority of the 0 0 0 0 0 
management team 1s acknowledged 
and specif1ed by 
the Superintendent. 
12. The management team is 0 0 0 0 0 
stable. 
t 3. The roles and responsi- 0 0 0 0 0 
b111t1es of management team 
members are clearly def1ned. 
14. The special strengths 0 0 0 0 0 
of team members are utilized. 
15. Sufficient time for 0 0 0 0 0 
management team activit 1es 
is provided. 
16. Definite rules and procedures 0 0 0 0 0 
are followed by the management team. 
17. Management team members 0 0 0 0 0 
are involved 1n decision making. 
A rev1ew of related l1terature 
identifies the following char-
acter1st1cs or elements as being 
found in management teams. 
Indicate the extent to which 
these may be found as part 
169 
of your distr1ct's management team. 
A = ALWAYS U = USUALLY S = SOMETIMES R = RARELY N = NEVER 
A U 5 R N 
18. Management team members 0 0 0 0 0 
are involved in district 
program evaluation. 
19. Management team members 0 0 0 0 0 
have adequate input in employment, 
promotion, and dismissal decisions 
of school district employes. 
20. Team management 0 0 0 0 0 
contributes to better morale. 
21. Mot ivat ion. 0 0 0 0 0 
22. Collaboration. 0 0 0 0 0 
23. There is a greater sense of 0 0 0 0 0 
community as a result of team 
management. 
24. The level of trust and 0 0 0 0 0 
security is improved through team 
management. 
25. Management team members 0 0 0 0 0 
feel tied to the success of the 
Superi ntendent. 
26. Vice versa. 0 0 0 0 0 
27. The School Board supports 0 0 0 0 0 
and appreCiates the management 
team. 
28. Vice versa. 0 0 0 0 0 
170 
A revIew of related 11terature IndIcate the extent to whIch 
identifies the following char- these may be found as part 
acteristics or elements as being of your district's management team. 
found in management teams. 
A = ALWAYS U = USUALLY S = SOMETIMES R = RARELY N = NEVER 
A U S R N 
29. Team management 0 0 0 0 0 
contributes to shared values, purpose, 
direction. 
30. Team belonging. 0 0 0 0 0 
31. Team management 0 0 0 0 0 
improves communications. 
32. An effectIve communl- 0 0 0 0 0 
cations system exists between and 
among all levels of administrators, 
and the School Board. 
33. Open and accurate 0 0 0 0 0 
communications is provided for. 
34. The management 0 0 0 0 0 
team fosters success. 
35. Job satisfaction. 0 0 0 0 0 
36. Team management 0 0 0 0 0 
develops centrallzed goals and 
direction for the school district, and 
decentralized autonomy for team 
members. 
37. The responslbHlties of the 0 0 0 0 0 
management team include 
policy and regulation develop-
ment. 
A rev1ew of related l1terature 
identifies the following char-
acteristics or elements as being 
found in management teams. 
Indicate the extent to which 
these may be found as part 
171 
of your district's management team. 
A = ALWAYS U = USUALLY S = SOMETIMES R = RARELY N = NEVER 
A U S R N 
Management team members 
are lnvo lved in: 
38. developing 0 0 0 0 0 
39. recommending 0 0 0 0 0 
40. implementing 0 0 0 0 0 
41. mon1torlng 0 0 0 0 0 
pol1cies and adm1n1strat1ve 
regulations. 
42. The management team 0 0 0 0 0 
affects the Quality of policies and 
regulations. 
43. Management team members 0 0 0 0 0 
support team developed pol1cles 
and plans. 
44. The impact of policy 0 0 0 0 0 
recommendations is communicated 
by the management team to the 
Superi ntendent. 
Y N 
NAME SCHOOL OIST. SITE POSITION TEAM MBR. 
